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in the past two decades profund changes have taken place both in the 
conduct of Government business and on the industrial scene. A multitude of 
new techniques and programs have been developed. The danger is that these 
procedures will merely be super-imposed on old cencepts and assumptions of the 
job of management. The Navy's Bureau of Yards and Docks oceupies a unique 
position in the facilities management area due to the very nature of its as- 
signed mission. 

The author has long believed that a need exists for reexamining the 
management functions and responsibilities of the Bureau, to clarify the spe- 
cifie objectives and operating philosophy, and to reappraise the basis of the 
management authority. The fundamental approach that was taken in this study 
was that certain basic management concepts that have withstocd the fire of 
industrial strife are ideally suited for management in the Bureau. The paper 
is therefore divided into two main parts. The first is the philosophy for 
management. The second is an integrated Facilities Management Program which 
attempts to put to practical use the developed philosophy. 

A weekly three hour seminar during the past year provided a unique 
opportunity to intimately question over forty-five of the top management rep- 
resentatives of some of the leading corporations in the United States. This 
was possible through the seminar developed by Dr. A. Kex Johnson, Director of 


the Navy Graduate Comptrollership Program, at George Washington University. In 
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addition close liaison was established by ths author through periodic visits to 


the Bureau of Yards and Deexs. 


I am particularly indebted to Captains James 


Lavis, Norman Martinson, Paul Seufer, hichard fratt and Messrs. Jack Saum, 


Viilliam Halstead, and numerous others who graciously assisted by the availa- 


bility of time, records and advice. 


The portion of this paper that was concerned with the development of 


revised expenditure accounts, (chapter VI) resulted from a membership by ths 


author on a combined NAVCOMPT/Bubocks study and development panel consisting 


of the following: 
lr, Max Coe 
wr. James N. Harris 
br, hkichard Kear 
iCbh. John li. Daniels 
uy, Oscar Lightner 


wr, ©, 4. Besser, Jr. 


Code A-712 BuwWocks 

Code Me211 

Code A-621 

Navy Comptrollership Program, GWU, 
NAVCO iKanagement 


Code A-631 


During the month of April temporary additional duty orders permitted a two day 


visit to Norfolk, Virginia and attendance at the bast Coast meeting of the 


Maintenance Division Directors of the Vistrict Public Works Cfficers. This 


meeting resulted in an updating of the management problers in that field, 


in a natural exhuberance to outline an integrated managerent program it 


may be that 1 have neglected to clearly indicate that some preblems have been 


previously recognized. This is true in regard tc the recommended revisions to 


the Annual Inspection of Fublic Works and sublic Utilities report contained in 


chapter VII, Captain Faul Seufer and Mr. Jack aum of the Maintenance Divi- 


sion, buDocks have given extensive study to this problem and are currently re- 


iv 


‘ 
el eek eee ee 8 ee tt @Gsa.i ~~ me | 
es eee 2! ee crelae « i —|~ ©. —_ as : 
-—row— rm & i. |) ae eee ee ieee oem .. om 
Cero ee oe eS ae ame © oe et ee | 

Oe ay ee ee heel | 

Ore oe) GS ree Fat tt eee, eH ror, | 

rs rs re te) poeree om e emmy | 

ee Ce FF Ge ne oS § we Ome 

tet cme Lae, ea 

Det ed —- 8 ' 
jon mi tet ele 











* 





















-_ ia 4 
he ~~ ae (ih ss 
—— ete kee 


en om oe | 








9 eee ee nets oan eee 
—— te 


ae 


| aaa ; 
-- 18 8 eae ne 


oo . =_> eee 











vising this report. The author has also just been informed that subsequent to 


the development of chapter VIII on the crganizational problems that a shore 
kLstablishment Livision has been established. This division will undoubtedly 
cover many of the management probiems noted, 
iven in the programs phases mentioned and in fact throughout the de- 
velopment of the paper there exists, however, certain fundamental viewpoints 
and opinions that are peculiar to and original with the author. If any of 
these are found too far from the practical basis cf reality I can only refer 
to the works of Bacon: 
A mixture of a lie doth add pleasure. Voth any man doubt, that if 
there were taken out of minds vain opinion, flattering hopes, false 
valuations, imaginations as one would, and the like, but it would leave 


the minds of men poor shrunken things, full of melancholy and indis- 
position, and unpleasing to ourselves. 





iBacon's Lgsays with Annotations by Franklin Fiske Heard (Boston: Lee 
and Shepard, 1871) page 2. 
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PART I 


A MANAGLYENT PHILOSOPHY 





CHArTER I 


% THL CHALLIMCE 


Everyone in Government service generally ccncurs in the desire for a- 


chieving efficiency through better management. Efficiency usually means a fresh 


_ approach and the adoption of new programs, methods and procedures. Unfortunate- 


= = + ——SS——eee eee 
ee 


ly there is some great measure of psychological assurance attached to the 
"going concern", This is especially true at the Ccngressional level. Unless 
they have some special reason for a change members of the subcommittees are 
inclined to accept estimates that do not differ from the appropriations they 
approved the year before. 

There is a major lack of regard for an assessment of the results accom- 
plished. Are we missing the boat by focusing all our attention on the process of 
budget preparation, when in fact the real objective is increased eccnomy and 
efficiency in government operations’ The operation of the U. 5. Government ap- 
pears to begin and end with the Federal budget. There is widespread publicity 
connected with isolated areas of waste.+ As an inetrument of management ime 


provement, however, the budget ,rocedure just does not fulfil its potential. 


The principle of exception as practiced at Congressional level is based on the 


| theory that as long as agencies continue at their former rate "all is right with 


the world". The factors of economy involved in performance, elimination of du- 


Paul Douglas, Economy in the National Goyermrent, (Chicago: University 
of Chicago Fress, 1952), chapters VII and Vill. 
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3 
plication and the actual integration of ranagement improvement programs form an 
incidental role. 

During the years there have been many studies and recommendaticas con- 
cerning elimination of the inadequacies of the legislative and budgetary proc- 
esses. There is a definite reluctance, however, on the part of Congress to ap- 
proach the problem from the basis of an administrative management solution, 
There is always the fear that such procedures would lead to a reduction in con- 
gressional influence. 

in addition many Congressmen doubt that the executives of the armed 

services possess the imagination to devise and the determination to en- 


force practices that would increase the effectiveness of the American 
military machine and reduce its expense tc taxpayers.< 


| This view was enforced by the report of the Hoover Commission's Taek Force on 


National Security Urganization by the statement that it "failed to find in the 


military establishment a sense of cost consciousness or a general realization of 


the vital importance to our national security of utmost conservation of our re- 


ge 


sources", It concluded that "the military services are far to prodigal with 
Government funds".3 This group together with some of the leading authors on 
public administration have also recognized that increased efficiency dependée on 
improved management in the broad sense; and the failure to increase efficiency 
may_be attributable largely to the fact that managernent improvement has not been 
yudgetary process.* The late Senator Taft 








“lias Huzak, The Furse and the iword, (N. Y.: Cornell University Tress, 
1950) pp. 381, 382. 


The Committee on the National security Organization of the Commission 
of the kxecutive Branch of the Government, National Security Organization (Wash. 
1949) pp. 5, 71. 


4arthur Smithies, The Budgetary Process in the United States, (New York: 


WcGraw-Hill Book Company, Inc., 1951), p. 115. 
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stated that: 


No one can go into a business enterprise and tell the management they 
have got to save here or there. He cannot know enough about it to know 
how they should save the money. lin government no appropriations commit- 
tee can do a complete job of anything. The appropriations Committee can 
reduce funds to what it considers a point of safety, but it cannot be 
sure about going further. It might be destroying a departments effec- 

| tive work. Only the department itself can make the additional savings 
| necessary over what Congress has done.? 


‘This then is the challenge. It is a two sided gauntlet. On the one hand is the 
| 

ae hmurt of the ability and desire of the military establishment to increase 

. 

management effectiveness. Un the other is the realization that efficiency is 


Pet the result of legislation but of internal manegement. 


| 
THE HOLE OF THe BUDEAU OF Y&abS AND DOCKS 





| What is the role of the Bureau of Yards and Docks in contributing to 
lanagement efficiency in the Navy? This Bureau is responsible for providing 
eis or professionel guidance and direction for: 

a) The construction, alteration, repair and upkeep of public works 
and public utilities, and the operating standazds and procedures per- 
taining thereto. 

b) The repair and upkeep of, and operating standards and procedures 
for, weight-handling equipment, except larine Corps equipment and spe- 
cialized equipment assigned for technical control to another bureau or 
office. 

The statement of Admiral 4rleigh Burke, Uhief of Naval Operations, be- 

fore the Ap:ropriations Subcommittee of the House of hepresentatives, early this 
year, serves to further emphasize the importance of the BuDocks role. 


» . . The various stations and activities which make up the chore 
| Establishment are constructed, maintained and modernized to provide sup- 





295 Congressional Fecord, daily ed., p. 12635 Aug. 29, 1949. 
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port for the fleet in the most efficient «nd effective manner possible. 
Adequate and timely maintenance of the plant property and equipment is 
essential not only for efficiency but to protect the Navy's investment, 
During the past few years the limitation of funds for maintenance and 
the rising cost of things has forced the deferral of considerable maine 
tenance work. This results in an increasing backlog of maintenance. 
The replacement value of the shore establishment is estimated at #17 
billion, a large part of which is composed of world war Il structures 
designed for a life expectancy of 5 years. With the value of Navy 
property increasing and the purchasing power of Navy appropriations de- 
creasing, the Navy is faced with ever increasing problems. 

Vigorous efforts are being made to make the most effective use of 
maintenance funds in the shore establishment. Shore activities are 
being reduced where possible and the effectiveness of maintenance 
forces is being improved through controlled maintenance programs. 
However, these actions alone will not solve the problem. The provision 
of adequate maintenance funds is still a prime requisite for proper 
maintenance of the investment in the Shore kstablishment.© ... 


The statistics contained in Admiral Burke's statement are emphasized by the 
graphs shown on pages 6 and 7. There is relatively less and less money avail- 
able to do more and more work. The illustration cn page & indicates the magni- 
tude of the maintenance and operations expenditures in relation to the amount 


spent for new construction. It is in the dsy to day management of the chore 
istablishment that the Navy can meet the challenge head on. 
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60, S. Congress, House of kepresentatives, ‘ubcommittee on Appropria- 
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Operations Problems, 85 Congress, 2nd Session, Feb. 10, 1958, p. 505. 
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CHAPTER IT 
INGREDILNTS OF A DYNAMIC MANAGEMINT PHILOSOPHY 


In order to achieve better management it is necessary to study and ob- 
tain a knowledge of the principles that cause, control, and explain facts and 
events in the administrative process. This in effect is the definition of a 
philosophy. Cur goal is the fullest and most efficient utilization of avail- 
able manpower and money. What is the cause for our waste of these precious 
commodities? Herbert Hoover stated: 


Over 50% of the responsibility for these wastes can be placed at 
the doors of management and less than 254 at the door of labor; while 
the amount charged to outside contacts is least of all. The assays of 
waste show first, the need of definite and quantitative industrial in- 
formation on a multitude of points. 


lir, ©. Knoeppel, one of the members of the Committee on Llimination of 
Waste in industry of the Federated American Engineering Societies stated: 


While wonderful progress has been made in the field of industrial 
or management engineering, the fact remains that due to a lack of 
proper terminology, an absence of definite units of measurement, and 
a lack of uniform means for examination and cvaluation, it has been 
necessary too many times to fall back on generalizations, opinions 
based on experience cor reputation, indefinite conclusions und approx- 
imations, If progress to date is not all it should be, the lack can 
be charged to the failure to examine properly and evaluate definitely. 
For this reason it is my conviction that a much more rapid and effi- 
cient development of the art of management will begin from the moment 
a perfected mechanism for analysis and diagnosis is placed in the 

| hands of our engineers. A way should be found thereby one industry 
ean be compared with another. This could be brought about by ate 








liierbert Hoover, Waste in Industry, (New York: ficGraw-Hill Book Com- 
pany, Inc., 1921) pp. 68-71. 
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| tempting to reduce industrial activities to cormon elements. 
It has been said that the most rewarding "new" ideas are simply the 
consideration of old echemes from a new point of view. The quotations of 
| Hoover? and Kneoeppel could have been taken from a modern treatise on indus- 
trial engineering. Their statements are not new. They were made over thirty- 
six years ago. It is not surprising that the military establishment has been 
slow to achieve a formal recognition of the role of industrial engineering 
techniques and the scientific approach to management. It was only natural 
that the problems of industrial production should be the first target of an 
approach designed to achieve increases in output and efficiency. The factors 
were more easily unitized and defined. The profit goal existed as a clear cut 
index of achievement. The evolution of the defense effort as a major pertion 
of the national budget has served as a catalyst for management improvement. 
It is no longer possible to shrug off the overpowering economic considerations 
on the basis that the operation of the military establishment is an "art" not 
subject to mundane considerations. The author proposes a dynamic approach to 
management in the Bureau of Yards and Decks. 
a) Search out problem areas. 
(1) If a new area provide for a formal initiation of explora- 
tion of problem. 
(2) Remember greatest inefficiencies can be found in “going 
concerns". 
b) Be conceptual in appreach by recognizing and developing inter- 


relationship between participating factors (see page 16 for concep- 
tual skill in management, 








20, E. Knoeppel, "easure of Waste in Industry", Bulletin of The Taylor 
Society, Yo. VII, No.2 (April 1922) p. 69. 


3Herbert Hoover, loc. cit. 
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a5 
ce) Carefully measure and precisely identify factors involved. 
ad) kxpress desired goals or result in a formal relationship with: 
(1) Froblem of consistent program application. 
(2) Urganization units at bureau level. 
(3) Organization units at DPWO level. 


me Other management bureaus. 
5) Activities. 


% 


e) Provide for testing by utilizing activities to provide better 
procedures, processes, decisions, etc. 


It may be true that all of the ranagement problems of the Bureau of 
Yards and Docks are not solvable by the dynamic approach. On the other hand the 
approach is not as restricted as one would imagine. The present tendency is to 
limit a management method of this type to one or two isolated programs in the 
Bureau, This serves to set it apart as an approach limited to a particular 
problem. One of the most forward steps that the Sureau of Yards and Docks 
could take towards management improvement would be to: 


a) Inculeate in all hands the belief that the dynamic management 
appreach is a general concept anyone can adopt. 


b) Kecognize that the true strength of any program takes place at 
the activity and DIVO level. Organizational units assisted by the 
DiViO must be able to repeat and test for themselves a logical approach 
to problems, 


c) Establish an adequate definition of objective measurements and 
program formulation. 


any individuals will state that this approach is no different in practice than 
methods that they have been using for years. This is true. The difference lies 
in, (1) the extent to which problems are rigorously defined, (2) the way the 
measurement of the parts are carried on, and especially in (3) the way the re- 
lationship between the parts are expressed, and (4) the way they are formally 
recombined and repeatedly tested, In the Bureau of Yards and Docks operation 


a most vital pert cf the procees would include cormunication of the results back 
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to the decision makers so as to provide for action on a continuing basis. 


There are many other factors which would encourage Bubocks to use this 
approach, Among these are: 


a) Growth of the Naval Shore kstablishment in terms of facilities, num- 
ber of employees, etc. 
% 


b) Diversification of types of facilities. 


c) Growth in numbers and technical responsibilities of officers of 
the Civil kngineer Corps. 


a) Technological developments in industrial angineering, nuclear 
physics, electronics, etc., including automation. 


e) Changes in the political and social environment. (This is pri- 
marily concerned with the changing role that the public expects the 
~ or | to assume in relation to economic and international consider- 
ations }). 


f) Increase in the cize of investment required in new plant and 
equipment. 


g) Gradual acceptance of industrial engineering techniques in the 
field of public works maintenance and cperations. 


it is not enough for BuDocks to solve problems on an emergency basis. 
We are fast becoming an atomic Navy and as a result there is an urgent need 
for methods whereby top C&C management can forecast the need. We must not 
only be able te recommend the best course of action, but heve a program opera- 
tionally capable of helping carry it out. New methods are required for: 
l. kedefining the facilities management role of the Bureau of Yards 
and Docks in relation to the Navy organization jncluding the larine 
Corps. 
2. Establishing an organizational capability for analysis. 


3. Froviding an adequate integrated program coverage of all related 
key public works management factors. 


4. heporting results in a manner that will permit other management 
bureaus to minimize risks while taking full advantage of the opportu- 
nities offered by changing conditicns. 
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5. Testing the operation in order to deterrine whether it is pro- 


ceeding according to program by providing data with which to test the 
program itself. 





CHarTih Lil 
% TH: GUNCRPTUAL INGIEDIGNT OF SANAGEMENT 


Katz in "Skills of an Effective Administrator"! developed a three skill 


| approach to administration. These are: (1) the technical skill, (2) the human 


| 


skill, (3) the conceptual skill. Any nanagement improvement program prosecuted 
by the Bureau of Yards and Docks is primarily a direction of the activities of 
other persons. it is an undertaking of responsibility for achieving certain 
objectives through the efforts of individuals. 4s engineers the technical 
skill, involving specialized knowledge and analystical ability within a speci- 
ality,is highly developed. Our engineering skills and techniques are accepted 
as a matter of course. 

As staff corps officers, the Givil Engineers perhaps could have a 
greater appreciation for the second or human skill, This skill is the executive 
ability to work effectively as a group member. it builds cooperative effort 
within the team. The buDocks organization should be ever sensitive to skilful 
communication and the creation of an atmosphere of approval and security. 
subordinates should feel free to express themselves without fear of censure or 
ridicule. There should exist true appreciation of the human skill. (Members, 
including juniors, must be encouraged to participate in the planning and 


carrying out of those things which directly affect them. Human skill cannot be 








liobert L. Katz "Skills of an Fffective Administrator", Harvard Busj- 
pess teyiew, Jan-Feb. 1955, p. 34. 
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16 
a "some-time thing". Just es it must become an integral part of a person, it 
must become an integral part of the policies of an organization. 

The final and most important skill involved is the ability to see the 
enterprise as a whole, This is the conceptual skill. It includes recognizing 
how the various functions of the organization depend on one another. Changes 
in any one part usually affect all the others. In the Civil Engineer Corps it 
extends to visualizing the relationship of the Bureau as a unit, the sum of 
its individual programs, to: 

1. The Navy, as a part of the defense effort. 

2. industry and the community. 


3. The political, social and economic forces of the Nation as a 
whole, 


hecognizing these relationships and perceiving the significant elements in any 
Bureau sponsored program is the most difficult tesk presented to our CLO exec- 
utives. Unfortunately it also represents the area in which there exists per- 
haps the greatest deficiency. The development of management improvement 
programs should be directed in such a way so as to advance the overall weifare 
of the total organization. The attitudes of our senior officers (which are a 
reflection of conceptual skill) color the whole character of the organizational 
response. The “activity personality" which distinguishes one bureaus way of 
doing business from anothers is thus determined. The Bureau of Yards and Doecks' 
overall success is dependent on the CLC executives conceptual skill in estab- 
lishing and carrying out policy decisions. This skill, is the unifying, coor- 
dinating ingredient of the administrative process. It is of undeniable overall 


importance. 
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A close observer of the major program developments in recent years in 
the Bureau of Yards and Docks can detect a definite trend toward the employment 
of industrial management techniques. vcenior officers whose experience covers 
many es the Corps have reascn to be skepticai. Certainly there have 
been some premature statements by over enthusiastic devotees, This is an 
umlierstandable by product of any new program. Great promises have been given 
without achieving all that was cromised. In fact one of the critical shcert- 
comings results from the inability in the military establishment to determins 
what exactly has been achieved. in the past decade we have traveled from the 
time clock, to the punched card, to the electronic data processing machine as 
the final solution to management problems. In the Lureau of Yards and Docks 
today the basic concept appears to be management planning and control at the 
bureau level with decentralized management at the Listrict Public Werks officer 
level. ‘We should be realistic enough to know that none of these can automat- 
ically eliminate the presence of managerial problems. 

it is importent to note that the author is proposing no net “management 
method" different from any which has been employed by some responsible officer 
in the past. The difference lies in the fact that the ability now exists to 
perform in an organized and systematic fashion some of the management planning 
and control functions which up to now have been carried on piecemeal. Civili 
Engineer Corps officers in positions of management responsibility must appre- 
ciate the fact that they have completely outstripped the narrow confines of 
"technical consultants". They are also responsible for operating a portion of 


big business. Just as new tools have become available for the physical job of 
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| maintenance and construction, so now there are new tools for business analysis. 


it is to the advantage of the UiC officer that the new tools are primarily 


mathematical and statistical in nature. A look at the broed problem areas in- 


‘ volved is of interest: 


1. Seplacement of old equipment. 
2. New capital investment. 

3. Transportation scheduling. 

4. location of facilities, 

5. inventory control. 


6. laintenance and operation of facilities including utilities 
systems. 


7. budgetary and related financial preblens. 

The average CiC officer may have every reason to object that he is already being 
stretched too far to the point that he will lose all value as a staff officer 
with the inevitable result of a "jack of all trade but master of none". Unfor- 
tunately most objections to management programs have been unrealistic. They 
have not been constructive in nature. The usual a; proach has been: 

"I do not like Thee Doctor Fell, 

The reason why 1 cannot tell, 

But this indeed I know full well 

I do not like thee Doctor Fell", 
As engineers we would not think of starting an excavation job by digging with 
our hands. It is similarly necessary to employ the best management tools avail- 


able for accomplishing the administrative tasks. l-esponsible seniors are en- 


treated to achieve an understanding of the purpose that these tools can serve. 


| New programs and methods, many of them adopted from other sciences and disci- 





“Nursery rhyme, author unknown. 
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plines are continually being investigated. oince methods are changing so fast, 


study of the field must be continuous, and related to Bulocks management re- 


quirements. It is for this reason that only a dynemic philosophy for manarze- 
ment will suffice. The importance of a conceptual skill for the CEC executive 
was previously emphasized. <A proper evaiuation of the new management tools 
depends upon ability in this conceptual area. In summary it means: 

a) The ability to see the Navy and the bureau as a whole. 

b) To know whether objectives are mutually compatable and valid. 


c) To recognize how various functions ef the organization depend 
upon one another. 


d) To determine which assumptions must be made in order to allo- 
cate resources in an optional manner, 


e) To recognize various alternative courses of action and their 
potential results. 


CIGRIFICANGL CF YLANNING AND CONT!OL 


Experience at Navy activities, as in most large organizations both 
Governmental and commercial, indicates that there is a constant tendency to 
expand the function and personnel of any department in response to the many 
demands placed upon it. Yarkinsons law of the rising pyramid? states that 
“work expands so as to fill the time available for its completion". General 
recognition of this fact is shown in the proverbial phrase "it is the busiest 
man who has time to spare". farkinson develops the point that the number of 
officials and the quantity of work are not related to each other at all! The 


amusing concept is that the total of those employed would be much the same 











3C, Northcote Parkinson, Parkinson lew, and other Studies in Adminis- 


tration, (Boston: Houghton-ifflin Company, 1957) pp.2-4. 
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whether the volume of the work were to increase, diminish or even disappear. 


This often has some horrifying validity under the concentrated scrutiny of im- 


provement programs. Parkinsons4 axiomatic statements that: 

1. An official wants to multiply his subordinates not rivals. 

2. Officials make work for each other. 
may be a spectre that will serve to haunt us for years to come. 

The difficulty is that the lack of management control at any one time 
is seldom of such proportion as to excite question. All the people may be 
obviously busy. It is therefore often assumed that the department is function- 
ing efficiently. In many cases legitimate increases in the volume of business 
hide the fact that activities of questionable justification have been undertaken 
by a department. There is also a tendency for forms, reports, functions, and 
methods to be continued after they have outlived their usefulness. It can be 
stated that management planning and control will exist in the Bureau of Yards 
and Docks when three things happen: 


a) A real need exists for a new way of managing. (The author con- 
tends this item is a "fait accompli"). 


b) Senior officers of the Corps recognize this need. (There is 
still room for development in this area). 


c) CEC top management in the Bureau does something about it. 
(There is indication that this will be done). 


There is no disputing the fact that the business world has a more or less real- 
istic index of operations in the profit goal. I1t has been frequently pointed 
out by authors that this motive or objective of corporate profits is lacking in 


Government operations. It is not true however that the factors in industry 





4Ibid. 
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which serve to sacrifice profits for volume, ralse efficiency, prestige, or some 
other pet policy cannot be considered in the Governnent on the basis of a s0 
called “reverse target" operation. The factors reported by business? as op- 
posing to the single minded devotion of top management to profit may be reclas- 
sified for the Gureau as: 
a) Empire building. 
(1) Organization unit or activity must be "biggest". 
(a) Manages to blanket the Navy with an awesome 
array of overhead personnel. 
b) Ivory tower perfectionism. 
(1) Eyes fixed on the goal of efficiency based on rigid syn- 
thetically derived standards which have no realistic application 
in the activity involved. 
c) iaginot line building. 
(1) Passes up the advantages of management improvement pro- 
grams, dtmmune to new ideas for fear of taking risks. Insist- 
ing for example on an over complemented staff, excessive con- 
tingencies, etc. 
in the absence of a profit goal in the government there is no reason why a man- 
agement cannot strive to eliminate the aspects of empire building, ivory tower 
| perfectionism and maginot line building. By so doing "profit" will be achieved. 
The entire concept of management improvement is based upon the deter- 
mination of cost and labor data in order to solve specific managerial problems. 
Proper attention to this method of accumulating data brings into proper con- 
text the significance of planning and control. Too often in the CiC Gorps we 
are inclined to consider planning as a narrow process associated specifically 
with design and construction. Actually from the management standpoint planning 


is much broader in scope including: 


a) Formulation of policies in order to establish the objectives of 








oPerrin Stryker, "P & C for Profit", Fortune iiagazine, (April 1952), 
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the bureau. 


b) Design of organizational units in order to establish relationships 
and to organize activities. 


c) Selection of resources so as to provide necessary staff, facilities 
and equipment. 


d) Development of techniques and procedures so 2s to provide for direc- 
tion of operations. 


The proper application of control in Bubocks affairs means the conformation of 
events and plans. It provides for: 

1. Individual responsibilities. 

2. Classification of data. 

3. Accumulation of performance data. 

4. Measurement of data. 

5. heporting results. 

_ dn industry the basic criterion of plaming and control is ,rovided by certain 
indices such as the ;rofit sales ratio, e.e. as sales go up profit should rise 
proportionately. Certainly it is not too far fetched to believe that even with 
the elimination of the profit motive, certain reliable indices relating to the 
field of public works and public utilities can be established. T. E, Bradshaw© 
defined planning and control as: 

a) Setting a profit goal. 


b) Setting departmental goals which, taken together, will achieve the 
profit goal. 


c) Measuring progress against these standards. 


d) Making continual adjustments to keep the whole organization nov- 
ing in balance toward the goal. 


It may be that many of the members of top CEC management are convinced that all 





oT, F. Bradshaw, "The Place of the Controller in lianagement Planning and 
Control", The Controller Magezine, (Oct. 1952), 
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the tools necessary to achieve planning and control are used. in the hurble 
opinion of the author horvever, the two basic steps of planning and control aie 
ignored: 


1. Gearing the operations to a predetermined objective consistent with 
maximum service to the Navy. 


2. Seeing thet the various control tcols are all coordinated to achieve 
that objective. 


-_s. —— = — tees ee 6 ews ee 
eee levemtee obey, bem ad de ~ vnbiud aim at 











Bl 


ee eS 


oe oe Oe ee pee a eel ake A | 
a oer 




















CHAPTLA IV 
CONCEPTUAL GOALS FOK THE CEO 


It has been indicated that the full potential of the Eureau of Yards 
and Docks can be achieved only when the individual programs are coordinated 
into a common effort. Actually each program contributes something different, 
but it is easy to encounter misdirection. The plans sometimes do not quite 
meet the construction requirements. The construction records duplicate but 
cannot integrate with the facilities inventory. The controlled maintenance 
program fails to accumulate operating experience against the individual facil- 
ities inventory and is not resolved as a managerial consideration in the 
budgeting process. 

Bureau performance therefore requires that each program be directed 
toward the objectives of the entire Bureau. In particular each executive's 
(Senior Officer's) job must be focused on the success as a whole. The perform- 
ance that is expected of the Division Director must be derived from the pere- 
formance goals of the Navy. His results must be measured by the contribution 
they make to the success of the Bureau. The responsible officer as a member 
of top management must know and understand what the Bureau of Yards and Docks 
goals demand of him in terms of performance. liis superior must know what con- 
tribution to demand. Judgement should be made accordingly. The fitness re- 
port of officers should give careful attention to the extent of the managerent 


contribution. If these policies are not followed, officers in their managerial 
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25 
capacity are misdirected. Their efforts are wastec. Instead of team work, 
there is friction, frustration and conflict. If it is considered that this is 
purely a technical concept lock at the present problem of interservice rivalry 
in the Department of Defense. This is the same lack of conceptual skill, but 
ata different echelon, Management by objectives in the Bureau of Yards and 
Docks requires major effort and special techniques. In any enterprise managers 
are not automatically directed toward a common goal. On the contrary, BuVocks, 
by its very nature, contains powerful factors of misdirection: 


1. The heavy accent on the technical, specialized factors of engi- 
neering. 


2. The relative lack of management training of our technically ori- 
ented personnel. 


3. The type of organization resulting in the insulation of various 
Assistant Chicfs, Division Directors, Departments, etc. from lower 
echelons. 

This is not to give the impression that we should lose sight of the functional 
aspects of the CEC mission. Certainly the motives of each Bureau Division are 
legitimate. The functions are critical and necessary. They must be ticd to- 
gether in emphasis, application and administration. This is especially true in 
the administration of Civil Engineering Navy activities. in the context men~ 
tioned it is necessary to guard against the lack of stability, equilibrium, and 
directed concentration of forces. J1f the condition existed in a building foun- 
dation footing it would fail. Why expect more from an organization? 

Of course there is the other side of the picture. There is also the 

danger that a "cult of management" men separate themselves from the realities 
of the Bureau. This, in effect, could become nothing more than an "off-bal- 


ancing" mechanism. The answer lies in the necessity for placing our management 
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minded officers in positions of responsibility in gl] areas of the Eureau. It 
is not just a comptroller, or method and analysis responsibility. Management 
must panace. 

Growth of the CiO in the sense that we shall use the term means the in- 
crease in the furnishing of technical know how and service with a comensurate 
increase in Navy operating efficiency in the areas of construction, maintenance 
and operation of shore facilities. Growth of this kind is the fulfilment cf 
the responsibility and mission the Bureau of Yards and Docks as a Staff Corps. 
it is to the betterment of the Navy and the country. It requires that we: 


a) Focus attention on programs, regular or specialized, to permit 
actual and realistic appraisal. 


b) lake the plans and policies of the Bureau have meaning in that 
they keep the goals in sight and permit the employment of modern tech- 
| niques aimed at the predetermined CLC growth pattern. 


The attainment of the Corps potential crowth as a service organization 


; 


depends upon the complete understanding of the basic policies and objectives 
| 


set for the Bureau by the Chief of Civil Engineers. What is the Corps trying 
to do? Where does it want to go, and how fast? 


1. wie want to become the finest management and engineering group of 
its kind in the world. 


2. We must continually be aware of our mission primarily as a staff 
and service organization. 


3. We must render our efficient services utilizing the most modern 
management and engineering techniques. 


4. vie mst be continually research minded in our alloted fields. 
5. We have need for and place the maximum value on management devel- 
| opment as well as technical skills. The related development and inm- 


provement of our manpower is our continued aim. 


| 6. There is no place in our organization for mediocracy and we are 
dedicated to the principle that the life blood of our corps rests in 


| ee 
en 0) oo Geel f eer 6 oe 2 FI 
| —— 
7 8 ii 
et er te re et ee teres elt on 
a ee oe me: oh ee et 
er we ee eee ee the 
Pe ee See ee oe te ee rere 


Tiles elmer att 


° re ogee ee 

Sara iss 
Rs mi Coley ae me ll 
eee @ ke oe Piet 

oe * a es ee ol 

: Anal et he ot oe ee 0 ee ceed : 
ery ee errr St 

(cape a rene bb 

























: 








ae 
the quality of our junior officers. 


7. In the operation of our own CLN activities we must lead the way 
and set an example in the matter of managerial efficiency. 


8. Our senior CEC officers must remain ever receptive to the bene- 
fits found in modern industrial engineering methods. 


| When these things are understood and accepted plans can be made and instruments 
of control designed. 
J. &. Jonsson, Fresident of Texas Instruments, Inc. defined seven es- 
sential steps! in a controlled program for growth. 
a) Establish specific and detailed objectives. 
(1) What are our problems? 
(2) State them clearly. 


b) Plan to attain the objectives. 
(1) Careful examination of possible and usable approaches. 


¢) Carry out the plan and record owr performance. 
(1) "Separate the men from the boys". 


d) Compare performance against plan. 

(1) Complete objectivity. 

(2) Kvaluate our successes and failures. 

(3) Understand causes. 
e) Take early corrective action or change plans when necessary. 
f) Forecast periodically how closely the objectives will be at- 

tained in months or quarters ahead. 
(1) "The forward look", 


g) Summarize at completion of period to improve future planning 
a and performance. 


| These essentials apply to management in the Bureau of Yards and Locks, 
They are essentials for growth where growth is again defined as the increasing 
ability to provide service in the facilities managerent sector of the entire 


Naval establishment. 





1J. E. Jonsson, "Controls for Growth", American Management Association 
General Management Series No. 176. 
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Self analysis is a valuable characteristic jor any management enter- 


prise. Since improvement is the desired end of our management program it would 


be unfortunate if misdirection may actually be decreasing rather than in- 


s 
creasing organizational efficiency. Parkinson* has aptly, if amusingly, dem- 


onstrated thet the perscnnel complement may be large, everyone busy, with ef- 





fort and activity at a peak, but the results are not actually required. fhe 
organization may be "spinring its wheels", The important point is not what is 
being programmed but what is being accomplished. For instance, the Civil 
kLnginesr Corps gives graduate training in management to several officers each 
year. The success of this training is not demonstrated by the satisfactory 
completion of the required courses by these men. Neither is it indicated by 
a toll of the graduates concerning their opinion whether or not the course was 
worth while. The only true index would be performance. This is based on the 
degree to which the management principles and techniques are applied when the 
officers get back on the job. 

let us apply the dynamic approach to management. Traditionally ace 
countability has been the concept of Government service. The trouble is that 
the emphasis has been on accountability based on the inventory of assets. We 
tend to be more concerned that items may be lost, strayed or stolen than with 
the fundamental question of: "How well do we employ the assets that we have?" 
Accountability yes, but accountability should be based on performance. It is 


here that the really great losses can, and do occur. 





40. Northcote Farkinson loc. cite 
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29 
In setting up many of our improvement programs it is the avowed inten- 

| tion to eliminate waste. it is quite possible that in instigating procedures 
and techniques that are a part of the program we tend to negate the original 
concept of improvement. This is one reason why a true appreciation of the 
“break even “point” in any system or course of action is necessary. Why not 
then clearly define targets or actual performances required in relation to any 
major Bureau sponsored task or program. in the Civil Engineering management 
field there are many areas that are adaptable to the performance approach. 
Among these are: 

l. Training. 

2. Design. 

3. Construction. 

4. Control maintenance program. 


5. Utilities conservation program. 





6. Transportation program. 
7. heporting systems. 
8. kecord keeping. 
The basic policies and objectives of the Bureau of Yards and Docks are of value 


only to the extent that they are instruments of guidance and motivation. it 





follows therefore that key executives in the organization must relate themselves 
to specific program objectives which in turn are compatable with overall policy. 
In any one of the categories listed above: Maintenance, keporting, Construc- 


tion, et al it is possible to substitute specific performance targets for mean- 





ingless job descriptions. Why not provide for a “budget of Management Perform- 


ance" instead of: 


"Kesponsible for the supervision of the controlled maintenance pro- 
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30 
gran". 
Substitute: 


"In Fiscal year 1959 the maintenance division will increase the de- 
gree of implewentation of the Ck} to 100% for ali CEN activities, etc." 


This approach is infinitely valuable in bureaucratic type organizations. At the 
% 


end of the fiscal year an analysis can be made of actual achievements. The 


variances can be cited and program "hold-up" sharply outlined. ‘We can now give 


_ purpose to our records. heports will contribute something to actual target 


achievement. Since this target is in line with Bureau policies and objectives 
we are setting up a team approach. it is a dynamic outlook that can be carried 
down to various lower levels. It permits and recruits the application of the 


judgment and human potential of the individuals in the department. It is their 


target and they will apply a vast store of ability and ingenuity to its devel- 


Opment and attainment. 





Wany of our procedures are inclined to overemphasize the routine reports 





necessary for accountability, legal requirerments and Bureau programs. This is 


not to say that all of these are not important and necessary. But most of us 


fail to relate these functional problems to the ;rimary objective of the Bureau - 


which is, of course, to motivate the right people to take the right ection at 
the right time. 

The Navy today is a vital, dynamic thing, moving progressively forward. 
As a result the U. S. Navy, measured in terms of modernization, technolo-ical 


complexity and capital expenditures required per unit of asset, is expanding 


| at a truly phenomenal rate. iiany of our most urgent problems today have been 





created in part, by the fact that the requirements of management have expanded 


at a faster rate, than the tools, attitudes and philosophy available to the 
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CONCEPT 


ae NAMIC > 


IMPROVEMENT nr manaceyenT _-PROGRAW 


—_— 


- THE ESSENCE OF THE INTEGRATED MANAGEMENT 
IN THE BUREAU OF YARDS AND DOCKS IS THE 
DEVELOPMENT OF POLICIES AND PROCEDURES THAT 
CAN BE CONTINUALLY IMPROVED THROUGH 
OBSERVATION AND EXPERIMENT. 











senior officers to combat then. 

This dynamic Navy requires dynamic management. lWanagement should be 
founded on facts and reliable information. It should be capable of making de- 
cisions necessary not merely to maintain a “status quo" but, wherever possible 

to achieve imgprovewents and efficiencies. A fundamental philosophy of merit 
would recognize that (1) change is inevitable, (2) progress is not inevitable, 


(3) when we cease to move forward, we shall start to slide backward. 
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PART If 


AN INTLGHATED FACILITIbS MANAGEMENT OYSTEA 











CHATTER V 
AN INTEGHNATLD SYSThM FUR FaCILITY ¥ANAGCKAENT 


s% 


Drucker1 pointed out that one of the basic elements in the work of the 


manager is the job of measurement. Unfortunately up to a few years ago there 


was not compatability or coordinaticn in the matter of management establish- 
ing or applying yardsticks of measurement in the operation of the Navy Shore 


Kstablishment. In the Navy system of separate bureaus there is a streng tend- 


_ency for this condition to continue. The role of the District Fublic Works 





organization is critical in permitting the Bureau cf Yards and Docks tc make 
any contribution toward an integrated system of facilities management for the 
Navy. Ferformance should be analyzed, appraised and interpreted at the lowest 
level with the necessary knowledge of activity conditions and the required 


technical background. The District Public Works Organization can fulfil this 


function, 


The primary programs that exist as measuring and controlling devices 
for operating efficiency in facilities management are: 

a) Master planning.~ 

b) Inventory of facilities. 

lreter F. Drucker, The Practice of Iianagement, (New York: Harper & Bros. 
Fublishers, 1954) p. 3Ahe 


2USN, BuDocks Instruction 11010.21, Master Shore Station Development 
Frogram, 31 Jan. 58. 


JUSN, Bureau of Yards and Docks, Category Codes for Classifying tea) 
Froperty of the Navy, Budocks Instruction 11011.27, 1 Feb. 57. 


3k 
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c) Military Construction Navy Progran.4 

d) Control Maintenance Frogran.? 

e) Utilities Conservation Program.© 

f) Transportation Meintenance Program.7 

g) 4nmual inspection of Public lierks and Aublie Utilities .® 

h) Manegenent bureau annual estimates for Maintenance and operaticn,? 

4) Special project requests ,10 
In general each one of these programs or reporting systems has the same objee- 
tive i.e. efficient and economical operaticn. The difficulty arises when 
strong single program orientation can result in the cancelling out of ary pos- 
sible benefits. For exemple we often find the transportation program striving 
to cut down on the number of vehicles available to an activity due to ea low 
usage rate. The usage rate in this cage is an "average" consideration. it 
does not give adequate recognition to high volume, peak requirements fer a 


short duration, It rather strives to dampen out the peake and valleys so as to 


ee eT: 


AUSN, WAVCOMPT., lliJitery Construction Finsnedal. lienagement Handbook, 
NAVLAUD p. 1570, 19 June 1956. 


2USN, Bureau of Yards and Docks, Maintenance Management of Public ‘orks 
and Tublic Utilities, TP-iti-33, 27 hovember 1956. 


6Dept. of Navy, Bureau of Yards and Docks, Utilities Conservation 
Erogram Survey Guide, (liashington, D. ©., 24 April 1957). 


Dept. of Navy, Bureau of Yards and Docks, Transpoxrtstion laintenance, 
TFelb=<2, 1 April 1952, 


SUSN, Bureau of Yards and Docks, a: 1 PLie 
Works ani Public Utilities, BuDocks Technical Publication TP-i-31, 15 ct 556 


7USN, Bureau of Yards and Docks, Annual Lstimates for aintenance and 
Operation, (apprep. CEN), NAVDOCKS 1772 (Rev. 1-57). 


10ysN, Bureau of Yards and Docks, Policies and Frocedures Governing the 
Submission of CEN kepair Projects, EwDocks Instruction 11000.4B, 10 Feb. 1956. 
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37 
provide maximum utilization during the work day period. On the other hand the 
maintenance control program attempts to achieve maximum utilization of produc~ 
tive iabor. in this respect it desires to cut down overhead losses that would 
eccur through waiting for transportation. The economic consideration involved 
is whether og not it is cheaper to have several vehicles available to transport 
workers during peak periods and let the vehicles remain relatively idle the 
rest cf the time. This espect is weighed against the labor cost in having 
high salaried employees waiting around doing nothing. 

Uther examples of management inconsistency car be found, A decision 
can be made relative to the amount of maintenance and operation funds and re- 
lated personnel required, The activity simply circumvents this consideraticn 
by supplementing funds through a special project request. i1t is normally ex~ 
pected that these speciai project funds are for the peppert of work that can 
be more effectively prosecuted by contract. The ludicrous situation develops 
whereby activities year after yesr have a major portion of their operating come- 
plement supported by special project funds. In other wointa as far as the ace 
tivity is concerned these sjecial projects are simply another way of keeping up 
their personnel levels. 

The role of the Bureau of Yards and Docks in the management field is a 
difficult one. It is dual in nature. It is staff or advisory in relaticn to 
activities under the control of other management bureaus, I1t is line "or com- 
mand" in relation to the Civil Engineering activities, 

| Specifically the bureau of Yards and Docks under the authority of heavy 
regulations exercises technical control of the alteration, repair, and upkeep 
of public works, public utilities, and weight handiing equipment, except 


Warine Corps equipment assigned for technical control to another bureau or 


— Ss 8 es A-_ 5 


we —S oes 6.lc(<ié«<iC ‘ i 8 


Sel (oO )3 See oa * are ©! am, 


ee. ——, 


daa «= ———= = t F -—i 


an — ee ee a 
ib RE ee EEE oan 
Pe ae ae (eee a @ eee ee 
ee ee ee rn re eg ee thee ap 
— «4 ee Fe Coe 
am a — jo 


—_ ——— 





eS Eaients 








38 
office, as well as the operating standards and procedures pertaining thereto. 
Another interesting responsibility is indicated by Navy regulations. This es- 
tablished among the duties and responsibilities of the Bureau of Yards and Docks 
the following: 

Making an annual survey, and estimating the funds required for the 
maintenance of public works, public utilities, and construction, 
transportation and weight handling equipment at all shore activities 
of the Navy; and submitting appropriate recommendations in connecticn 
therewith to the responsible bureaus and offices having management 
control. 

Up to the present time BuJocks has fulfilled this responsibility in a very 
limited fashion. It has been most effective in the transportation program. 
Even here at times the "service" requirement has been lost. In the facilities 
area the Bulocks responsibility, before the development of the controlled 
maintenance program, had been relegated to the summary report of the annual 
inspection of public works and public utilities. To put it mildly the operating 
realities of the modern large seale Shore Establishment has made this report 
practically useless as a mechanism for achieving support for overcoming main- 
tenance deficiencies. In 1956 the author recommended the elimination of the 
Annual heport of Public Works and Public Utilities and the integration of mean- 
ingful data into a combination report that would provide for the results 
achieved from the Controlled iliaintenance Program and also supplant the existing 
work measurenent system. Basically the following conditions exist: 


1. We do not know how much it costs to maintain specific facility 
items in ths Naval shore Ekstablishment. 





diy. s, Navy hegulations, U., 5. Government Frinting Office, Washington, 
D. C., 1948, De 51, Sec. 0455.5. 


12icDh John li. Daniels, "Controlled 4aintenance in the lith N. D." 
Paper read before meeting of saintenance Directors of Last Coast District 
Public Works Organizations, Fhiladelphis, July 1956. 
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2. ke do not actually have a standard ertsllished as to whet it 
shouid cost. 


3. ve have developed no techniques for spot testing management in- 
dices developed through our managerent programs. 


4. Ke have no systematic procedure developed for the accunulation 
ef beneficial engineering statistics. 


5 There has been no method developed for the integration of pan- 
agement improvement programs recommendations into the budget formila- 
tion program. 

Lffective management mast render decisions on a conceptual basis giving 
due consideration to all the factors cutlined above. The inevitable conclusion 
ie that there is need for a single coordinated system to determine the funding 
and/or staffing requirements for the maintenance and operation of the shore 
establishment. ‘the objective of an integrated system for the evaluation of the 
maintenance and operation of public works and public utilities of the Navy is to 
enable the interested Bureaus to see and understanc the results in fairly simple 
terms. in the development of such a system it is the contention cf the author 
that the presently established accounting system of the Navy cannot meet the 
requiremente of a modern management rinded bureau. Certainly sccounting cannot 
provide for: 

a) setting the optimum objectives of bureau programs. 

b) instigate action tc attain objectives. 


ce) Measure effectiveness of programs and areas for revision toward 
increased efficiency. 


The major contributions desired of an integrated system ia that it fosters the 
conceptual skili in decision making. 

kffective managexent control unfortunately is not a commonplace fact in 
the maintenance and operation of public works and public utilities in the shore 


establishment. Less many react in righteous anger st this statezent 1 make 
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THE RESULTS OF 
MANAGEMENT IMPROVEMENT 
PROGRAM INTO THE 
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Lyd 

haste to add, that effective control is not exercised because under our present 
operating concept it is not a necessity. Appropriations are received pot as a 
result of operating results, but in recognition of the established role of an 
activity in the overall picture. As a consequence some activities are sinilar 
to a business in a rapidly expanding market. ‘Sales come quickly without much 


effort, margins are wide, and the market is a "cream" rather than a "skimmed" 


= affair. In the military establishment when “hard times" do come the proc- 


ess is one of retrenchment across the board usually on a common percentage cut 
or "meat ax" approach. There therefore is no particular incentive for the close 
control concept by local management when they are likely to be hit just as hard 


as the man who is not operating efficiently and who has a "lot of fat" that can 


be cute 


SEE —— 


it would be a gross injustice to our responsible officers to leave the 
impression that they are not concerned with performing an effective job. They 
are victims of a budgetary system that does not recognize the differentials of 
management efficiency. Worst of all it is a system that holds out nothine but 
condemnation for failure, with no positive awards and recognition for top mane 
agement performance. A comron case in the military establishment is the situa- 
tion where our management seeks to exercise control but does an ineffective job. 
It is often the practice to collect figures in great detail on operations under 
the illusion that the existence of reams of data gives control. Unfortunately 
we have inadequate standards with which to compare the data. The work measure=- 
ment system is better than nothing, but it depends too much on historical date, 
and the development of an average. 

The Bureau of Yards and Docks by establishing and placing emphasis on an 


integrated system for facility managerent recognizes and attempts to fulfil its 
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| 
‘technical responsibility in that area. The role of Bulocks is a staff one. Hot 





insignificant to the success of this role is the necessity of fulfilling the 

Latdties dewands of the other managerent Bureaus. Historically in every instance 
that Budocks has failed in this regard the other bureaus do not hesitate to 
provide theix, own organizational units to provide the same functions. fhis 
leads only to duplication, uneconomical operation and the adoption of a wide 
—- of forms, procedures, techniques and standards. It has also led through 


_ the years to the usurption by default of some of Bulocks functions, The inte- 








grated system must provide management data that is (1) current, (2) easy to 
| interpret, (3) readily applied. 

The broad objectives of the management improvement programs are as 
follows: 


1. Definition of problem areas. 








| 2. Conservation of senior officer time by management by exception. 
3. Increased worker morale. 
4. Improved work output both as to quality and quantity. 

The variety of management reports that are a part of the programs presently 


developed can significantly contribute to the attainment of these objectives. 








They are only guides and aides however and pust be supplemented by other sources 
of information. If this point is not clearly realized then instead of achieving 
desirable goals we will contribute to inefficiency by: 

a) Concealing and worsening problem areas. 

b) Wasting time of top management. 

c) Accumulating a mass of useless data. 

d) Creating worker discontent. 


e) Decreasing output and quality of work. 
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f) kstablishing animosity, lack of cooperaticn between activity de- 
partments and Bureaus. 


g) Influence foremen to misrepresent operating data. 

In discussing the "ideal" program for an integrated management system 
with various individuals in the Eureau of Yards anc Docks I have been impressed 
with the iseecties belief that exists with many peojle that all management preb- 


yems can be distilled down into one factor "&", The study for an integrated re- 


| porting system is even referred to as "Froject 4", "It is true that most well 


| organized businesses have a single key figure which by iteelf reflects the 


evereall position of the business with remarkable exactness".12 In these cases 
however the key figure is usually ferreted out threugh investigation of the 
contributions made through various interrelationships in the organization. At- 
tainment of improvement is achieved through the intelligent analysis of the 
contributing factors. The moving average trend of a key index figure can be- 
come an essential part of the higher management control method but it is dan- 


gerous to rely on any one single index of efficiency. There are many methods of 


measuring efficiency. The basic approach is: 


1. Number of units completed or produced. 
- related to - 
2. Time in man hours to accomplish. 
A goed index figure is not necessarily good menagerent. This is especially 
true in the field of facilities management. Here a fundamental question is not 
only cost, but also what is the condition of the fecilities. Should the money 


have been spent in the first place? Is the installation being over or under 











13T, G, kose and Donald &. Farr, Higher Wanacement Control, (McGraw 
Hill, 1957), p. 76. 
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maintained? Any integrated system for public works management in the havy must 
provide for the considered review of management in regard to: 

a) Facilities condition. 

b) Inventory levels. 

c) Extent of "special" projects for maintenance support.+4 

d) The "true" trend of maintenance costs and overhead, 
Lvery activity wants to look good. A system to be integrated must be balanced, 


There is no real gain if in attempting to achieve a favorable index rating an 


activity acts in a manner to impair real efficiency. The words of William Forte 


| Whyte are appropo in this instance: 


For all the attention some managements may give them today, workers 
are still at the bottom of the industrial pyramid. They are the only 
people in the production organization who receive orders and who have 
no one below them to whom they can give orders. Wanagement is con- 
stantly originating activity for them. I1n many cases they have little 
opportunity to originate back to menagement. din or outside of indus- 
try, when this one-sided origination situation exists, we find the 
people in the bottom position developing some resentment against the 
people who are always originating for them. Conscicusly or uncon- 
sciously they build up a self-defense organization to resist the 
changes that management is imposing. 

in effect, workers are trying to achieve some control over their 
jobs and over their own fate in the department. They are trying to 
work at a pace comfortable for them instead of one imposed by mane 
agement. They try to build up a stable production situation on the 
assumption that if production is stable managenient will not be able 
to press for more production. If the worker put out 150 units yester- 
day and puts out only 100 today, he fears that the foreman will want 
to know why he is not putting out 150 every day. To protect himself 
against such pressures he prefers to put out 125 regularly, or, still 
better, he would like to produce 150 when conditions are right and he 
feels like producing but cnly turn in for credit 125 units and keep 
the other 25 in a "bank" where they can be pulled out for credit on a 
day when he has made only 100, 

As we have seen... the workers get satisfaction out of 











1d4is used herein the author defines special projects as those which 
provide for the correction of a maintenance deficiency but which are not fi- 
nanced from the stations regular & & O allotment. 
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45 
taking conspicuous leisure. They work hard to reach their quota, but 
then take the timo gained to flaunt their independence of management 
pressures, These pressures will be felt as long as activity is orig- 
inated primarily, and almost exclusively, cownward upon the workers. 

The Bureau of Yards and Docks must give the utmost emphasis to the lim- 

itations of the operating indices which will be a part of an integrated system. 
% 

This is a mass education task. All members of the Civil Engineer Corps must 

develop the proper perspective and it must then be transmitted through out the 

Navy Shore “tstablishment. If this is not done the program will fail. «anage- 

ment Lureaus will have no faith in the data develoged. Drucker in discussing 

the practice of management stated: 

Nor is it enough to find the right answer. Hore important and more 
difficult is to make effective the course of action decided upon. Wane 
agement is not concerned with knowledge for its own saxe; it is concern- 
ed with performance. Nothing is as useless therefore as the right 
answer that disappears in the filing cabinet cr the right solution that 
is quietly sabotaged by the people who have to make it effective. And 
one of the most crucial jobs in the entire decision making process is 
to assume that decisions reached in various pazts of the business and 
on various leveis of management are compatible with each other and 
consonant with the goal of the whole business.1 

It is perhaps important at this point to clarify the position of the author. 1 
am not opposed to the need for the bureau of Yards and Vocks to aggressively 
develop and implement the type of system that has been described. Un the con- 
trary there would probably be more justifiable criticism on the heavy emphasis 
and single minded belief that I have that only by such a program can the bureau 
attain its rightful status and fulfil its assigned role. The problems that are 


anticipated are not due to the system. The methods of computation and the fac- 





15Wilitem Forte Whyte, honey and “otivation, (N. ¥. Harper and Eros., 
1955), pe 23he 


iépeter F, Drucker, ihe rractice of iianacepent, (i. Y. Harper and Bros., 
1954); Pe 3536 
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46 
tors involved are capable of definition and resolution. The difficulty is that 
management may misuse and negate any inherent value. Indices are not capable of 
dictating action without the aid of judgment or careful weighing of information 
obtained from varied sources. It is important to know that: 
The imtegrated mansgement system camot: 


1. sake management decisions - these must still be made by man- 
agement. 


2. Frovide judgment - decisions are still based on judgment. 
3. By themselves make a decision effective. 
The integrated management system can: 
1. Sight objectives for management areas. 
2. Assist in establishment of operating rules, 
3. Help in segregating problem areas. 
4. Be potent means for making the wrong decision. 
this matter of making the wrong decision on the basis of collected fige 
ures is the horrible consequence of "management mis-managing"., It is necessary 
to measure the jmportant aspect of reality. efficiency is not an item. It is 
& whole "equation". For example assume that the "efficiency equation" comprises 
certain factors in a relationship such as the following: 
Cost: quality as frroduction: Backlog 
We do not increase efficiency by improving only a factor that shows the rela- 
tionship between two variables, say cost and production. This could look favor- 
able while actions in regard to quality and backlog actually drag down true 


management and operating efficiency. 
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THE INTEGRATED SYSTEM 





CAN 


SIGHT OBJECTIVES 
ESTABLISH STANDARDS 
SEGREGATE PROBLEM AREAS 


CANNOT 


MAKE DECISIONS 
PROVIDE JUDGEMENT 
INSURE EFFECTIVENESS 


THE MANAGER MUST INSURE THAT THE INTEGRATED SYSTEM IS NOT 
A POTENT INSTRUMENT FOR MAKING THE WRONG DECISION 
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COST OF CONTRUL AND THE Bich FVLN POLNT 





The break-even point in management improvement program is that point 


where the maintenance of control requires the expenditure of so much money that 





s 
story illustrates this point: 


Let us suppose that 1 am the owner of a cow, The purpose of a cow 
is to produce milk. if you turn the creature into a pasture and allow 
her to eat grass she will _roduce many quarts of lacteal fluid. The 
process consists of eating grass, transmuting it into milk, removing 
the milk from the udder. However, you are infected with the system 
disease. You cease to be interested in milk. You hire inspectors to 


count the number and measure the height of the blades of graces eaten 
by your cow, You count the number of steps she takes in the pasture. 
You time the number of occasions upon which she looks over the fence, 
and test the volume of sound produced when she moos, Then you employ 
a bookkeeper to record these items, and various persons to make out 
forms for the guidance of the bookkeeper, At the end of the year you 
have a vast and entertaining volume of information, but you have 
added so greatly to the cost of your operation by systematizing in 
this manner that you lose money on every quart of miik you sell. 

| This, of course is exceedingly modern and in accord with business 

| practice, but ty find yourself compelled to sell your cow to pay 
your overhead .+7 


| In consideration of the inherent values and shortcomings that have been dis- 


the benefits of control are consumed by the cost of securing it. The following 


cussed it may be possible to outline a procedure recommended for BuwWocks level 


| in the formulation of the program details. 








17author unknown quoted from Harry Hansen, Marketing: Text Cases and 


beadings, (Irwin, 1956) p. 498. 
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THE MATTER OF MAKING THE WRONG 


DECISION ON THE BASIS OF COLLECTED FIGURES 


IS THE HORRIBLE CONSEQUENCE OF 


“MANAGEMENT MIS-MANAGING". 


IT IS NECESSARY TO MEASURE THE IMPORTANT 


ASPECT OF REALITY 








CHATTiR VI 


WORKELATION OF INVENTUL.Y CODE AND LXFINDITURE ACCOUNTS 


One of the short comings of management improvement programs is that in 
their quest for broad program objectives they overlock certain bagic and funda- 
nental administrative deficiencies. kfficiency is a relative term. ‘When you 
speak of improvements achieved it is in relation to the results of another 
period. The difficulty is that it is not possible from our present expenditure 


accounts to determine how much money we did spend in the maintenance and opera- 


tion of public works and public utilities to the extent required for managenent 


| improvement programs at the activity - Bureau level.1 This is an untenable 


situation. The time finally comes when you have to prove the case. Until this 








ids accomplished a specific segment cf our management group will continue to 


doubt the worth of such programs. 
As a result of the present deficiencies many Bureaus have set up a du- 
plicate system of accounting. Examples of this are found in the Bureau of 


Aeronautics and the system in use by the Marine Corps. Due to the fact that 


the expenditure accounts often reflect an odd accumulation of costs under the 


game heading, they are not directly adaptable for management use. The "manage- 


ment reporting systems" which have been adopted in most instances wouid require 





loffice of the Comptroller, Department of the Navy, Navy Comptroller 
Manual, NAVEXOS F-1000, (Washington, D. C., 26 Feb. 1957) vol. 2, chap. 4. 


2U. S. Warine Corps, wuarterly Maint 
NAVMC 10050 - SD (kev. 2-57). 
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51 
posting to a six or seven digit account number to eccumlate the information 
desired under the expenditure accounts. The maintenance and control program 
of the bureau of Yards and Docks in similar fashion was required to adopt a 


supplemental management reporting system. in this case it was necessary to 


_ provide statistics by work centers (shops). It was concerned with individual 


_ jobs and related these jobs to specific shops. Although the accumlation and 


processing of the cost data was not, processed through the NAO it was necessary 
to call upon the services of local district machine accounting activities. In 

the early cays of the programs the results were not exactly ideal. Management 

programs took end still teke a definite secondary role. The situation reached 

the state where it required the rather drastic action of an instruction from 


the Comptroller of the Navy to all Bureaus. Pertinent excerpts are as follows: 


lesponsibility of dependent activities. It is the responsibility 
of official accounting activities to acmply with accounting instruc- 
tions issued by appropriate authority. Official accounting activities 
also are expected to comply with all reesonakle requests of dependent 
activities for further accounting and the furnishing of reports... 

« « « and issue appropriate instructicns in the premises tc 

all activities under its management control. The instructions should 
include the proviso that problems concerning accounting services which 
cannot be resolved locally will be transmitted through management 
channels to the respective bureaus for soluticn. This office does not 
desire to arbitrate these matters as a general rule; therefore, only 
those cases wherein exhaustive efforte to compromise on the part of 
the respective management bureaus have proved to no avail will be 
transmitted to this office for decision. In this connection activi- 
ties performing accounting shall be prohibited from refusing to per- 
form reasonable services for dependent activities solely on the basis 
of lack of personnel or facilities without the prior approval of the 
management bureau of the accounting activity. 


This has resulted in a great improvement in this support erea but the entire 


field of management reporting versus the "cost reporting" of the expenditure 





3U. S. Navy, Comptroller of the Navy, Official A ing Activities 


; 
Maintenance of Accounts and Preparation of Fiscal end helated lignagement beports 
for Dependent Activities, NAVCGzrT Instruction 7300.29, May 10, 1957. 
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53 
account system is a wide open field. It is ripe for a detailed study which is 
beyond the limitations of this paper. 
On 11 March 1955 the Department of VPefense introduced an instruction 
establishing uniform facility classes and construction categories together with 
@ numerical code for use in identification and clazsification of real property.4 


This code was at the three-digit number level. The Bureau of Yards and 


_ Locks was assigned the responsibility by the tecretary of the Navy for estab- 


lishing and issuing a more detailed breakdown of the categories.’ This required’ 


the use of additional digits and descriptions for internal use within the 
Department of the Navy. 1t was clearly demonstrated that the same coding and 
nomenclature should exist from the planning and construction through account- 
ability, maintenance and eventual survey and disposal. The chart on page 52 
illustrates this concept. On 1 February 1957 the Lureau of Yards and Docks by 
Bulocks instruction 11011.27, Category Codes for Classifying heal Froperty of 
the Navy, promulgated a series of five digit category codes for classifying 
real property of the Navy. The five digit category codes included in this in- 
struction are to be used in all programs and systems in the Navy requiring the 
classification of real property as follows: 


a. They shall be used in the inventory of real property (plant ac- 
count) when and as directed by the Comptroller of the Navy. 


b. They shali be used in facilities planning for peacetime and mo- 
bilization purposes when and as directed by competent authority. 


c. They shall be used by field constructicn agencies of the Bureau 
of Yards and Docks (District Fublic Works Officers, Area Public Works 





4Vepartment of Defense, Department of Defense Facility Classes and Con- 
struction Categories, DUD Instruction 4165.3, idarch 11, 1955. 





DUSN, Secretary of the Navy, riment of Lefense Facil: 
Construction Categories, SECNAV Instruction 11011.6, 21 tar. 1955. 
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Officers and Directors of Overseas Divisions) in the execution of de- 
sign and construction of the Military Construction Frogram when and 
as directed by the Chief of the Pureau of Yards and Docks. 


The Navy codes essentially are a refinement of the following facility clasts 
codes: 


100 dperational and training facilities. 

200 maintenance and production facilities, 
300 hesearch, development and test facilities 
400 supply facilities. 

500 hospital and medical facilities. 

600 administrative facilities. 

700 housing and community facilities, 

800 utilities and ground improvements. 

900 real estate. 


A 


For example under: 


e 100 operational and training facilities. 
e the category group 110 would be Airfield Pavements. 
- the basic code 111 would be Airfield Pavements Funways. 
- the Navy code 11110 would be ea hunway. 
22220 «= " “ _ Helicepter landing Pad. 
etc. 


The problem of the present system arises from the inability of the ex- 


expenditure account No. 44511 which provides for the charges for maintenance of 


| penditure accounts to represent specific facilities. For instance the present 
| airfield pavements, concrete, reads as follows: 


44511 Airfield Favements Concrete 


The pay of civilian labor and the cost of supplies and service used 
in the maintenance of runways, landing strips, helicopter landing 
strips, LIA landing mats, UTO pads, taxiways, maintenance aprons, parke 
ing aprons, access aprons, operational aprons, working spaces adjacent 
to hangers, and all other miscellaneous airfield pavements such as air- 
craft washracks, compass swing bases and seaplane ramps, kxclude 
cleaning and snow removal, 


From this it is apparent that it is not possible to obtain the cost of main- 
taining runways by dividing the total charges against account no. 44511 by the 


number of square yards of runways shown on the Navy inventory code 11110. In 
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fact it is even more complicated by the fact that in many instances management 
requires additional breakdown such as: 

a. Type of runway: asphalt or concrete. 

b. Type of building: permanent or temporary. 
Some people waintain that the broad unit costs which can be derived from the 
present expenditure accounts are all that is required. This is true if the ob- 
jective is to manage the entire Navy as a unit. In order to compare the havy 
to the other branches however, it would still be necessary to provide a uniform 
Department of Defense system for classifying the inventory items that are com- 
parable to the expenditure accounts and one thet is used by all the services. 
The actual expenditures involved in the management of facilities takes place 
at the station level. it is desired to develop standards that can be used for 
the achievement of efficiency and a realistic approach to budgeting. The exe 
penditure accounts should be in sufficient detail to achieve this end. The 
management program in addition should have a"built-in" mechanism to consolidate 
or refine the expenditure accounts as cost experience is accumulated, 

hecognition of the general problem led to a request by the Chief of 
Civil bkngineers to the Comptroller of the Navy, for the establishment of a 
panel to devise ways and means of obtaining maintenance costing which is ccm- 
patible with the inventory and construction program.© As a result the author 
was privileged to be named to the panel for the necessary study. The panel 
interpreted its mission to be: 

a. The development cof cost classifications for the maintenance of 


class I and ii real property the the end that 
1. They would integrate with the Navy category codes (5 





oSee page iii of Appendix, 
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digit numbers used for inventorying Navy leal Property as es- 
tablished by Bubocks instruction 11011,27 of 1 February 1957). 
2. They would accumulate costs by comparable facilities. 
3. They would contribute to the development of standard 
maintenance costs as a part of a funding and evaluation system 
to be later developed. 


b. The development of cost classifications for other maintenance op- 
erations and services performed by public works departments or equivalent 
organizations in the Navy, including overhead accounts. The degree of 
detail in which these cost classifications will be established and their 
relationship to certain NAVCONIT cost affounting hand books has not been 
resolved to date. The various factors bearing on this aspect of the 
problem will be discussed in a later chapter. 

The ideal situation would be to have exactly the gamg number representing the 
inventory item and the expenditure account. if this was possible expenditure 
account noe 44]]))0 would represent :aintenance of a runway. The 44 represent- 
ing the maintenance expenditure series and the JJ1]0 representing the runway 
(exactly the same as the inventory item). Note that this requires a seven 


digit account number. NAVCOMIT advises that the NAVCOMP form 632 basic punch 


— card (see page ) for the Navy Central Fiscal and Accounting keport System 


does not have room fer expansion of the expenditure account number to mcre than 
its present five digits.’ On this basis therefore any development must be 
within a five digit system. While it is true that some manipulation may be 
possible to save a number, an additional problem arises when it is desired to 
differentiate between types of material used in construction, The permanency 
of construction mst also be considered. This leads to the advisability of 
simply resorting to a series of numbers that will “match” by means of a cone 
version table. The necessity fcr doing this is to be deplored. It is the only 


practical expedient considering the amount of confusion and inordinate amount 











‘Telephone interview by Oscar Lightner with Ben Dozier, Head Central 


system and Contract Branch,0ffice of the Comptroller, Dept. of Navy, March 21, 
1958. 
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of record changing that would result if the inventory class codes were changed. 


It does illustrate the danger of starting a program such as the inventory of 
real property without clearly following through on the “big picture". The re- 
_ sults of the panel's work to date are a part of this report.® 


Ss 


Sefer to page 116 of appendix. 
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CHAPTER VII 
s DEVE LOPWENT FrOCkDUEL 


The compatibility of the expenditure account system: and the inventory 
of class I and II items* of the Navy Shore Establishment as formulated by the 
working panel may be expressed as the first stage of the development procedure 
for an integrated management system. It appears that from such a system could 
evolve a uniform method for synthesizing data and determining the staffing and 
| funding requirements for the adequate maintenance end operation of the Shore 
| Sstablishment. A complete list of the elements for the program development 
would be: 


1, Gorrelate inventory of all class I ané II items of the avy 
Shore Lstablishment with expenditure account classifications. 


2. Make a complete inventory of existing accounting and management 
reports used by all divisions of the bureau. Determine exactly what 
they do and do not reveal. Who uses them. tWiho should use them. Who 
gets them. Who should get them. This also requires the determination 
of the relationship of decision making to functional areas. What data 
is required. How is this supplied from existing sources. What sup- 
plement information is necessary. let us be critical in our self 


analysis. 


3. Develop non-fiscal accounting scurces and channels for facili- 
ties management data through the medium of the District Public Works 


organizations. 
This information is required for Navy Wide facilities management deci- 
Sion meking. 





lNavy Comptroller lianual, log. cit. 


2BuDocks Instruction 11011.27, doc. git. 
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60 
4. Organize within Euvocks to permit integrated administration. 


5. Obtain the support of SECNAV through a SLCKAV directive requir- 
ing integrated facilities manazenment. 





It ned been previcusly mentioned that the annual inspection summary re- 
port which Bubocks utilizes to fulfil its responsibilities concerning special- 
ized and professional guidance for ,;ublic works and public utilities has lost a 
real measure of meaning as a management tool, On the other hand the inspection 
for maintenance for public works and public utilities as covered by NAVDOCKS 
technical publication TP-31 constitutes a valuable portion of the continuous 
inspection phase of the control maintenance program. Cne reason that the annuel 
inspection summary report has lost any import is due to the fact that the seun- 
maries are not requests for funds. Funds to correct the deficiencies indicated 
are requested, where necessary, in accordance with applicabie directives issued 
by the various Bureaus and offices of the Navy Department. The real attention 


by management is paid to the special requests for funds for major non-recurring 


maintenance items. 


The existing conditicn suggests the value of a single facility program 
manual for the information and guidance of the Navy Shore Establishment. It 
is intended that this program including the same procedures, forms, etc. will 
be adopted Navy wide for the use of all Management Bureaus and the Marine Corps. 
The existing annual inspection summary (report BuDecks 11012-1) will be can-. 
celled. 

A new report titled Facility Frogram heport will be established to pro- 


vide information to the cognizant lianagement Bureau or its field representative 
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and to employ the technical assistance of the Bureeu of Yards and Docks. I1t is 
part of an integrated system of facilities management in that it: 


1. Outlines deficiencies in existing building, structures or facil- 
ities. 


Be includes a facility condition rating.? 
3. Provides military commends with information on the fiscal con~ 
dition cf an activity as a result of the coordinated procedures of 
the controlled maintenance programs. 
4. Frovides information and guidance in budgeting and cbtaining 
Bureau funds for various facility programs for specifically corre- 
lated maintenance end improvement projects to the ability of the ac- 
tivity to support out of its regular maintenance forces and allot- 
ment, (As indicated by the amount of deferred maintenance). 
The report will be composed of the following major elements: 
a, wanagement heport No. 3 cf the Controlled Maintenance Program. 
b. A plant equipment progran. 
e. A major non recurring maintenance program. 
d, A minor new construction and improvement program. 
é. A facility conditions rating. 
f. & consolidated priority list. 
The details for the present preparation and submission of Management 
leport No. 3 is covered in NAVDOCCKS technical publication TP-33 MAINTLNANCE 
BANAGEDENT OF PUBLIC UTILITILS. Basically this report is designed to: 


1, inform managecent of the necessity to rearrange, increase, or 
decrease the shop forces. 


2. Indicate the extent of current and forthcoming authorized work 
in relation to the availability of on board manpower to absorb the 
load. 


This report is prepared weekly at the local activity level. ‘The cog- 








3Eee page 79 for details of "facility condition rating". 
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nizant District Public Works Officer reviews end analyzes the report monthly. 


| quarterly the uiiO wili average each itex. of the report for the preceeding three 


eee a 


months and forward to the Bureau of Yards and Docks an average report plus a 
copy of the last report received and a copy of the quartorly deferred backlog 
statement. * 

The quarterly deferred backlog statement lists the estimated dollar cost 
of all items of deferred maintenance of class 2 and 3 property. This informa- 
tion is obtainable from the suspense file of the inspection records system of 
the control maintenance program. It includes the estimated costs of correcting 
all substandard conditions reported but for which funds are not available, 
Included are maintenance projects for which funds have been requested from the 
parent management bureau but which have not been authorized. The estimated costs 
of deferred maintenance for class 2 property is summarized by the category codes 
for classifying real property of the Navy. It will be remembered that by a 
previous study4 a system was developed whereby these codes will be made conm- 
patible with the expenditure account system. The ,;resent deficiency is that a 


dist such as the following does not have any particular management value for 


control at the Buresy/activity level. 





DOD 
Facility 

Class Title Deferred  § heplacement 
100 Operating and Training Facilities - - 

200 Waintenance and Production Facilities 36 ,390 - 

300 lesearch and Test Facilities - - 

400 Supply Facilities - ¢ 

500 Hospital and Medical Facilities - ~ 

6600 Administrative Facilities - - 

700 Housing and Community Facilities 680,225 19,655 
800 Utility and Ground Improvements 1,531,990 173,360 
900 Class III Property 9 850 a 

& 28h, h55 193,015 





Atnefer to page 53. 
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63 
The information presently submitted with management report no. 3 may be 
helpful at Bureau/DOD level to represent a total] deferred maintenance for gen- 


eral information at Congressional hearings. in order to avoid duplication and 


| permit widest management application however, it whould be revised to include 


the list of the specific projects and the estimated cost by project. 
The timing of the submissions will be such that the last quarterly re- 


port will arrive in BuDocks so as to permit processing to the cognizant mane 
agement bureau on or before 1 Feb. This last quarterly report will also con- 
tain individual description and justification sheets.> Once a detailed descrip« 
tion and justification sheet has been submitted it will not be necessary to re- 
submit this data. The exception would be if the scope or the estimated cost of 
the project had changed in the interim period. in the meantime the listing of 
the project title and estimated cost on the consolidated priority list will be 
sufficient. The proper development of an adequate facility program reporting 
system can correlate the following factors: 

1. Condition of facilities. 

2. Capabilities of station shop forces. 


3. lecal priority given to maintenance versus “capital improve- 
ments", 


it is considered to be of vital importance to establish an independent role for 
the maintenance requirements of an activity. The requests for major non-recur- 
ring maintenance items should not be a catch all for poor management. it is 
time to require the application of "maintenance planning" to eliminate major 


pregressive deterioration, at the same time that adequate maintenance forces are 





2See page 95 of Appendix, 
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assigned. 


UTILIZATION OF DPWO 


A year ago there would have been justification for believing that such 
&@ program was impossible. The author's experience with the implementation of 
the controlled maintenance program in the 11th Naval District had revealed the 
juxtaposition of the Bureau of Yards and Docks with the other Fureaus led to 
varying degrees of interest and support. A recent instruction of the Secretary 
of the Navy with Navy wide distribution in the Bureaus and activities of the 
Shore Lstablishment has completely altered the outlcok. Pertinent quotes from 
this document are as folloxs: 

The only present means to partially close the gap between fund re- 
quirements and fund availability is improved management to insure full- 
est utilization of manpower and material. The way lies in the wide 
acceptance and more complete utilization of the Navy's maintenance 
Management Program. - - - 


ianagement bureaus and offices will accelerate the adoption of the 
procedures - - - to the fullest extent possible and will require activ- 


—s nn oe works type Aeongiars ag to submit _napagenent. reports 


e by ; Yea as and Dock ' = OLD Ay of e Bureg 
of ards and Docks Uverseas Diyigions, er pe oe 
or the drea Public vorks Officer. 


- - « District and area public works officers will conduct staff 
visits as required to shore activities with public works type functions 
to assist in the adoption of procedures. - = - 
The possibility for the complete development and utilization of the 
eLONAV directive in an integrated program is startingly clear. It is the per- 
fect medium for developing the non-fiscal accounting services and channels via 


the District Fublic Works organizations. it is here that something besides 


forms and figures can be provided. Kcutine reporting fills file cabinots. 





SUSN, Secretary of the Navy, Hainten: by. © ic Works 
Fublic Utilities, SECNAV Instruction 4720.1, 21 February 1958. hefer to page 
109 of Appendix. 
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Advisory reporting gets action. A control techniaue should be dynamic and alive 
to sustain interest. This requires the definite establishment of a particuler 
relationship between the DFWO and activities. Im some cases it requires a 
change in relationship, This is particularly true of Marine Corps activities. 
The objectivetis the develcpment of realistic practical management information. 
It is not a police action based on recriminations and explanations. This is a 
process of learning - and greatest deficiency "knowledge-wise"” exists at the 
levels of management removed from the station activity. Following are sone 
interesting comments concerning retention of control. They concern the sphere 
of commercial and industrial enterprise. It is not difficult to make an inter- 
esting correlation in the discourse to Navy management problems: 


Small company managers are understandably concerned over the prob-« 
lem of keeping "control" of their firms. In an effort to achieve this 
objective, they are frequently reluctant to bring outsiders into man- 
agement, come are hesitant to release anything but the most general 
information about their firms and are especially secretive about fi- 
nancial data. it is with gocd reason that many small concerns are ree 
ferred to as "closed corporations". 

such a negative and hostile attitude toward outside interest seers 
to be based on fear ~- the owneremanager often seems to feel that he 
can maintein full authority unchallenged only if no outsider has ine 
formation on company affairs. iiany small businessmen fear that out- 
side interests once given a toe hold, will attempt to seize control, 
probably with the aim of pursuing shortsightec or poorly conceived 
policies, detrimental to company vellebeing. ‘Some small company man- 
agers can cite examples of this kind of thing, to prove a tangible 
foundation for their fears. 

in some cases studied, however, where precautions against outside 
interference has been most rigorously applied, loss of control by the 
family or management group had resulted. Paradoxically, in other 
small firms which operated more on an "open door" policy, inviting 
outsiders to share in both management and owner-ship, the original 
leader had remained firmly entrenched. In such cases management went 
on the assumption that control is more than a product of secrecy and 
100% stock ownership. They believed that in the long run a management 
strays in power only if it can provide a strong and effective team 
manned by the best executives available without limitations of family 
affiliation or ownership. Control, from this point of view does not 
necessarily mean owning 100% of the stock or even 51%. lather, it 


re 


‘| 


ve 
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means maintaining a well administered operation which commands the re- 
spect and support of all ownership groups and the public. Strange as 
it may seem, when management is willing to give up some elements of 
control, it often strengthens its position of leadership and improves 
the firm's chances for profitable operation. / 

An integrated facilities program of the bureau of Yards and Docks in 
relation to the other managenent bureaus is not a matter of usurption of con- 
trol. it is the desire for an opportunity to give service. The integrated 
program or system is the device or mechanism involved, 

hemember that it is not possible to devise a system that represents 
total reality. Management must manage and it cannot be replaced by rows of 
fancy figures, The task of the Bureau of Yards and Docks is to build useful- 
ness into the integrated program. The balanced program eliminates any illusion 
of 100% accurecy. Even now there is a tendency toward reports that are too 
narrow in scope, 

When the incoming figures have immediate sifnificance where it is 

not necessary to wait and see what they mean, there is every incen- 
tive for you to be on your feet using foresight rather than on your 
tail using hind sight. Management can move - and move fast = before 
things happen, not after .& 

In determining what data is required to permit decision making in spe- 
cific functional areas it is necessary to point cut that we are speaking of a 
concept that is broader in scope than the Controlled Maintenance Program, The 
integrated system deals with all of the public works management. The OF is 


concerned only with the maintenance shops or work centers. Jf it is accepted 





76, Koland Christensen, Management Succession in Smal] and Growing 
Enterprises (Boston, Division of kesearch, Harvard Business School, 1953), 
pages 215-216. 


S¥red V, Gardner, "Break Lven Foint Control for High Profits, Harvard 
B S he 9 (Sept. = Oct. 54), Pe 130. 
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that the primary mission of the public works department is the maintenance and 


- operation of facilities then it is possible to adopt an industrial approach of 


production and overhead. frime costs would be represented by the maintenance 


shops and the utilities operations. Overhead costs would be the design and 
administrative functions. budgeted standards for these categories could be 
made as a fixed percentage of a maintenance workload factor based upon: 

1. Number of shop personnel. 

2 Service requirement support to other commands, 

3. Size of activity (present or approved for future planning. This 

is a point of significance since the major effort of some design depart- 
ments may be devoted to unrealistic planning that has no possibility 

of realization. The complement may also serve to duplicate service sup- 
port available from the DFWO), 

In so far as practical these functions should be completely integrated 
into the revised expenditure accounts. In fact there is no reason they cannot 
be treated similar to class I and Il items. i.ie. Inventoried as to size, type 
and composition and related to a budget (operation) standard. This data to be 
treated similar to a plant account card with requirements for revisions, up- 
dating, etc. as required. This would have the advantages of: 


1, Better control of "indirect overhead costs". 


2. Fermit a consistent budget procedure. 


SURFORNT OF SLONAV AND DOD 


It is true that the installation of an integrated program for facilities 


management requires the publicly expressed support of the secretary of the Navy. 





Sfhis point may tend to be confusing since there are overhead costs 
within the maintenance shop and utility operations. Perhaps it would be better 
to consider the overhead in the shops as direct overhead and costs associated 
with design, administration et al. as indirect overhead. 
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ag 
The reason for this should be apparent from the previous discussion on the man- 
agement Bureau relationships 19 It is not so well known however that such a 
program would be welcomed with “open arms" not only by the Secretary of the Navy 
but by the Department of Defense. 

The reception that a well developed program would receive is indicated 
by following excerpts from a letter F. A. Bantz, the Assistant Secretary of the 
Navy (material) to the Honorable Clarence Cannon, Chairman, House Appropriation 
Committee, (entire transcript contained in appendix page 112. 

e « « » L recognize, as do all others involved in the complex prob- 

lem of developing and maintaining an adequate shore establishment, that 
our procedures have not been entirely adequate. 

« « »« » the problem areas ... . Will take time to correct and 
will require a continuing effort over a period of years. 

o « © « integrated System of Facility idanagement. Vie have had une 
der development for some time the integrated System of Facility ilan- 
agement. This involves tying together policies, practices, and proce- 
dures for all aspects of facility management running from conception 
to disposal of facilities. Backed up by the extensive use of the most 
modern mechanized techniques for data precessing and analysis, this 
system utilizes the principle of applying a common cataloging nomen- 
clature to all aspects of facility management -- planning, program- 
ing, budgeting, construction, maintenance, and disposal, 

it is interesting to note that the present concept of an integrated 
system is apparently restricted to the aspect of a common cataloging nomencla- 
ture. This is only the start of an effective management program. The other 
features of a complete program which have been previously outlined1l are essen- 
tial if we are to achieve more than an inventory list. 

The complete integrated program is bound to come. If the Bureau of Yards 
and Docks cannot furnish it then gomeone else wil]. It is a Bureau of Yards and 


Docks responsibility by virtue of its assigned mission. 


1Oefer to page 64. 
llsee page 59. 
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CHAFTik VITI 
“ FROBLEMS OF CHGANIZATION LZ LATIONSHIPS 


Owens+ points cut that in a small organizetion regardless of the legal 
form, such as a partnership, or a corporation the owners may have continuous 
personal contracts with the business and may orally convey information as to 
the program of action in each situation as it develops. sé the organization 
grows in size, the owners will have difficulty in maintaining personal supervi- 
sion over the employees in the day to day activities and will find it necessary 
to employ other persons as supervisors. In time cther layers of supervision 
may be necessary and the owners will be still further removed from production 
in shop or office. 

Complicated organizational structures develop and bureaucracy tends to 
teke hold. Staff functions are often required and complicated relationships 
develop between the staff and line. In addition vertical and herizontal re- 
lationships are built up. 

Fayol« maintains that "trees do not grow right up into the sky" and 
corperate bodies have their limiting factors. For the tree it may be the in- 
sufficient climbing power of the sap, while for the company it may be insuffie 


cient climbing power of the sap, while for the ccrpany it may be insufficient 





liichard N. Owens, Introduction to Business Policy, (I11.: Kichard D. 
irwin, Inc., 1954) 


“Henri Fayol, General and Industrial Management (N. Y.: Pitman Publish- 
ing Corp., 1949), page 58. 
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Ta 
managerial capacity. Eut also a measure of the strength of the tree may come 
from its position in the forest. In the Bureau of Yards and Pecks it would be 
the organization structure. The corporate body if likened to an animal hase its 
reflex responses which take place without immediate intervention on the pert of 
higher authoréty and without nervous or managerial activity the crganism be- 
comes one inert mass and quickly decays. 

Dale? in his study on organization structure correlated the problens 
involved with the number of employees in the orvanization. It is reasonable 
to assume that the problems and missions of the Civil Engineer Corps have been 
greatly increased as the size of the Navy and the Corps increased, At the end 
of 1957 the CiC had approximately 835 reguler officers on its rolls. The chart, 
table no. 1, page , gives the hegular-heserve active duty count cn 12 differe 
ent dates in the 90 year history of the Ch, 

Gertain recognized authorities consider that organization has its main 
object coordination, Fayol considered that in every case the organizetion has 
to carry out the following managerial duties. 

1. Insure plan is judiciously prepared and strictly carried out. 

Ae Human and material organizaticn consistent with cbjectives. 

3. Harmonize activities and coordinate efforts. 

4. Set up a single competent energetic authority. 

5. Formulate clear distinct and precise decisions. 

6. Efficient selection. 

7. Define duties clearly. 


8. kneourage liking for initiative and resjonsibllity. 





JErnest Dale, Flanning | ar 
(N, Y.: American lanagerent iaieeesS blads 1952), ; page 22, 
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TABLE 2 


GLC OFFICLES ON ACTIVE DUTY4 


Date 


April 1867 


luay 

Uct. 
Auge 
Rov. 
Jul. 


Sep. 


Feb. 
Jun. 
Jane 


Dec ® 


1881 
1898 
1903 
1918 
1925 
1939 
1942 
1945 
1948 
1952 
1957 


USN, GLO Bulletin 


hegular heserve 
7 0 
10 0 
18 0 
40 0 
14 110 
125 8) 
130 40 
146 826 
201 11,763 
638 146 
730 1,148 
&35 725 





(NAVDCCKS FPe2, vol. 12, no. 2, Feb. 1958), page 15. 





1 

9. Fair and suitable recompense. 

10. Sanctions vs. faults and errors, 

li. Maintain discipline. 

12. Suberdinate individual interests to general. 

13. Un&ty of command, 

14. Supervise both material and human order. 

15. Everything under control. 

16. Fight against excess of regulations, red tape and paper control.? 

Such is the mission of management by the personnel of the Ci0, It was 
simpler when there were only 7 officers on duty in 1867. it has become more 
complex in keeping with the growth of the bureau of Yards and Docks to a more 
important position of managerial responsibility and the related increase of 


the number of officer personnel. 


ORGANIZATION 


Good men will produce results with mediocre or even poor organiza- 
tion, the human factor will triumph over well-nigh insuperable diffi- 
culties, but good men and poor ships are better than poor men and good 
ships. The ideal is good men with good ships. Able men in poor or- 
ganization is analogous to driving a motor car with the brake set. 
With a good engine it can be done, but at a pitiful waste. 


Two general principles that are to be kept in mind are: 
1. The organization structure of a comiand should be as simple as 


possible and the number of organizational units should be kept ata 
minimum. 





2Fayol, Oe cit., pase 536 


SU. S, Naval institute, N 2a j ith So i J 
Officers and Others, (4th Edition), Annapolis, Maryland. 
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2. The organization structure should be sufficiently flexible to 
meet new and changing conditions. 


Assignment of necessary functions: 


1. Every necessary function must be provided for within the command 
to insure accomplishment of its mission. 


22 Eyery function of the command should be assigned to a specific 
organizational unit. Under normal circumstances, no single functicn 
should be assigned to more than one unit, 


3. Functions that are closely related cr similar normally should be 
assigned to a single organizational unit, 


4. Kkesponsibilities of two or more units that are inter-related 
should be clearly defined with respect to each unit, particularly as 
to action and review responsibilities, 


5. There should be no overlapping, duplication, or conflict betzeen 
organizational elements. 


6. Functions should be assigned on such a basis as to minimize 
cross-relations between units. 


7. line functions should be separated from staff functions, 

8. Functions should be assigned to promote balance, and avoid over- 
emphasis of less important functions and underemphasis of more esssene- 
tial functions .® 

The chief executive job in every business except the very smallest 

cannot properly be organized as the job of one man. It mast be the job of 
several men acting together. The kind of organization structure must consider 
the type of work that has to be performed. There are certain aspects which 
are so clearly cowrelated by virtue of type or time considerations that they 
obviously belong together. In addition the basic mission of the Bureau dic- 


tates the emphasis that will be given to various activities in the orgeniza- 








7USN Bureau of Naval Personnel, Organization Planning for Nz U . 
NAVPEIS 18371, August 1955. 
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1 
tional structure. The frequent question that arises is, "why change an organi- 
| gation"? The following points are pertinent to this matter: 


1. Analysis needed most when organization has been going for some- 
time. 


2. kspecially when it has been doing ell. 


s 
3. Important activities may be unprovided for or left hanging in 
the air. 


4 Functions once important have lost most of their meaning, but 
continue to be organized as major activities. 


5. istorically meaningful groupings no longer make sense, but are 
obstacles. 


6, Discover unnecessary activities that shculd be eliminated. 
hesponsibility - not satisfaction - is the only thing that will serve. 
Te perform, one has to be dissatisfied, to want to do better. 

if a bureau is to act as an exponent of a management program it must 
be able to set itself up as an example. i1t cannot hepe to encourage other 
bureaus to adopt certain systems and precedures if it has not demonstrated 
operational results at its own activities. Yage is a graph showing the rel~ 
ative degree of implementation of the OHP at "Civil bkngineer Navy" activities. 
The Bureau of Yards and Locks is faced with the embarrassing prospect of having 
to use other ectivities in demonstrating the operation of this program. 

Actually the concept of the conceptual outlook is completely lacking 
in the management of Bubocks activities. There is no focal point within the 
Bureau which :eflects on activity progress as a whole. Likewise there is no 
point that the field activities could deal with directly for preblem consoli- 
dation, A common occurance is the development and agressive presentation by 
the Bureau of numerous projects and programs to the field without any indicae- 


tion of relative importance and ;riority. Although the output is consistent in 
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that it comes from the bureau it lacks the uniformity of presentation thet re~ 
flects a definite knowledge of the management capabilities of the field units 
and the overall, demands made upon them. This is one area wherein Pudocks is 
required to exercise a Jing function. The staff relationship applicable to the 
rest of the Savy will not crroduce the desired wits CEN activ 

"Fiece meal" management does not really manage at all, The managenent 
responsibilities of the Lureau shouid not become a secondary consideration in 
relation to the technical aspects. an integrated management program requires 
the pulling together of all the decision making aspects of management. It is 
not iogical to develop a consolidated management index without the organiza~- 
tional capabilities of utilizing it. it is true that in the past, the staff 
role of the bureau of Yards and Docks has far overwhelmed the management fea- 
ture. The picture has changed. The ,rincipal changes nave been due to; 

a. Decrease in war time construction role. 

bd. Increased emphasis on management programs. 


¢. Increased role of Public Werks Centers in budocks ephere of 
DAVEE SICH ¢ 


A study of this general problem was made by tho Lureau in 1955.7 At that time 
the idea of ostablishing a focal point of contact with which the various field 
activities could deal directly with an all or a majer portion of their problems 
was not approved. Apparentiy the major disadvantages cited were: 

1. Duplication of effort. 


2 Personnel duplication. 





USN, Bureau of Yards and Docks, A ea — oa Fro a f Establishing 
aHesed Point, of copies in cubes LW oiGh Field Ace 
tivities, (Mgt. Engr. Brench, 22 Aug. 1955). 


i | 








78 
3. Conflicting lines of authority and responsibility. 
4. Slowing down of communications to the technical components. 
5. The management role was not as important as the staff role. 


6. The present system permits higher personnel grades. 


All of the afgrementioned points miss the paramount issue that the Buresu of 
Yards and Docks ig not performing an adequate management function for the CiN 


activities. lt is like saying “don't paint that wall you will get paint on the 
paint brush." Actually it is recognized that the staff role of the Bureau will 
always be the predominant one. It is not suggested that the entire Bureau be 
reorganized and that the functional concept be abandoned. It is recommended, 
however, that a management unit be established for CEN activities. Instead of 
a duplication of effort it can provide for a uniformity of administration and 
a centralization of management controls. The centralization of effort need 
not mean duplication of personnel, and conflicting line of authority and re- 
sponsibility. What is required is rooting out of excess personnel from the 
various niches and corners when it is determined that the real justification 
for their position is the management support of the CEN activities, It will be 
necessary to transfer some personnel and to adopt a staff and line concept 
within the BuDocks organization in so far as administration of CEN activities 
is concerned. In this concept the CLN division would be the line. 

No effort will be made to outline the specific type of organization 
required but the author envisages an Assistant Chief of Bureau for CLN Field 


Activities. ‘Specific delineation of the structure required should be the re- 


sult of an jndependent and detailed study. 





CHArTin Td 
% FACLLITY CONDITION HATING 


All control, including that associated with facilities management, ine 
volves the setting of a standard and the measurement of performance against 
this standard. fihen there is a variance between a standard and actual perform- 
ance, a first question is whether this variance is significant. The next ques- 
tion is usually, what went wrong with performance? Unfortunately a significant 
question that is appropriate at the present time is “what is wrong with the 
standard"? iffective facilities management control may reveal poor execution 
of job a vies or indicate when estimating needs inprovement. It does not, 
however, always reveal the reasons for poor execution. For example, poor ex- 
ecution may result from a number of factors: 

1. ignorance or misunderstanding of job objective. 


<» Inherent organizational inability to perform tasks even when 
they are understood, 


3. Intentional failure to perforn. 
a. hesentment. 
b. Discontent. 
¢. Personal jealousies. 
The above reasons are not readily determined from control records, 
The limitation of control records accentuates the need for personal 
observation in any effective management role. There is a great deal of criti- 


cism emunating trom the field, at the present time, on this matter of inspec- 


tions. I do not believe the value of the bureau's contact with the field is 
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RO 
questioned. It is rather the uncoordinated nature of the visits. i1t is per- 
tinent to observe the programs that have the greatest drive and field support 
behind them. They are those in which there has been close contact with the 
Bureau Division concerned. It is always personal assistance which is called 
into play insthe Bureau of Yards and Docks when statistical controls have 
failed to point to corrective areas. This is dus to the very nature of our 
organization, method and systems, The higher management echelon in the 5ureau 
often finds itself insulated in differint ways from the problems of lower man- 
agement levels in the field. 

There must exist for any management program a “koment of Truth", in 
an integrated facilities management program this point arrives in considering 
the actvel condition of the facilities involved. Tatios or indices can vary 
and vacillate depending on many influences other than deterioration. fhe 
adequacy or inadequacy of workmanship requires an on-site observation. 

it is considered therefore that a vital part of the integrated program 
is the development of an annual on-site condition of facilities rating for 
class 1 and If property. N. M. ochacter of the Navy Management Cffice proposed 
a facility condition rating system for class ll property that is worthy of 
consideration. The main steps briefly are as follows: 

1. Develop a simple numerical condition-rating scale. 

2. List major features to be rated and their relative importance, 

on the basis of estimated percentages of total maintenance expendi- 
tures or any other suitable criterion. 

3. Have an objective authority annually inspect each facility and 
rate each major feature. Then, using the percentages referred to in 
the preceding paragraph as weighting factors, compute a rating for 
the building as a whole. 


4e Finally, combine the ratings for all facilities into an over- 
all rating, using plant replacement values as weighting factors.+ 





IN. li. Schacter, A 


oa oYs the kyaluati we 
ha ‘Sues kstabiaasadas, Wasn.t USK lianagenent Office, 20 June 
56), page 13. 
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Cok. 
Fages 8z and 83 illustrate the application of the facility rating system. 
The Facility Condition hating has a direct relationship to three dis- 
tinct factors: 
1. The deferred maintenance backlog. 
a. »pecific projecte and estimated costs for which addi- 


tienal funds are required. 


2. The percent of productive hours of work force spent on emer- 
gencies. 


3. The shops backlog of work. 

a, Froject or job orders planned for, but not yet accom- 
plished by shop forces, 

The deferred maintenance backlog is an outgrowth of the continuous ine 
spection phase of the controlled maintenance prosram. Theoretically the fa- 
cility condition ratings should represent a numerical condition rating of the 
deficiencies contained in the deferred maintenance backlog and a portion of 
the shops backlog of work. 

The deferred maintenance backlog also represents the Special Projecté 
(nonrecurring maintenance) requests. It appears that any decision relative to 
financing special projects cr allecating funds for normel maintenance and op- 
eration should consider the conditicn of the facilities. If an activity is 
over-maintaining it suggests a reduction in funds. It would not be consistent 
to support certain special project requests when at the same time the shop 
work load indicates that the job could be performed by station forces. 

Another point of interest is the percent of productive hours spent on 
alterations and improvements. If this figure is abnormally high (recommended 


range 8+-12%) it indicates that an excessive amount cf maintenance funds are 


ME BES AG ef aR 


4USN, Bureau of Yards and Docks, Policies and Frocedures Governing the 
cubmission of CEN kepsir Frejects, Budocks Instruction 11000.45, 10 Feb. 1956. 
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6e Plumbing 
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8. Installed equipment 
Feature 
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2. Flooring 
3. Exterior painting _ 
4. Interior painting 
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ON SITE FACILI TY*CONDITI ON@RATINGS FOR BUILDINGS 


(Conoluded) 


lL. Worksheet for Computing the overeoan)]) facility-sonditionerating for all builoin 
combined: 
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being sipnoned off. 

The emphasis in the Schacter study had been on buildings. There is no 
reason why the same concept cannot be applied to utilities maintenance and op- 
eration. The day to day operating results and maintenance deficiencies in the 
utility field should come from the close coordination of the utility operators 
and the continuous inspection phase cf the contrelled maintenance progran, 
Actually the annual on-site condition inspection of utilities should be in the 
form of a utilities conservation survey.? The results of this study should be 
correlated specifically to operating costs. If an improvement in operating 
methods and procedures, or a change in equipment, etc. will achieve a saving 
in operating costs then this data should be a fundamental part of the budgetary 
procedure. Under the existing conditions the bureau of Yards and Docks is 
cleiming tremendous savings in utility operation by virtue of the utilities 
eonservation ;rogram. Unfortunately these are "theoretical paper savings". 
They will be achieved jf certain action is taken by the local commands and the 
management bureaus. The budgetary and financial program for an activity should 
be reviewed with due consideration of the utility conservation survey recone 
mendations in so far as they apply to utility operation costs. fFfresently an 
activity can continue in the mismanagement of utilities operation. As long as | 
they stili requested about the same amount for utilities yeas efter year the 
budget would be approved as being "in line". 

The Department cf Defense has taken a broader view on the problems in 
this general area intended to heip answer questions such as: 


1. With regard to a given type of facility and under specific cir- 
cumstances, would it be more efficient to build permanent, semi-perma- 


NEE 





RPE 


3Dept. of Navy, Bureau of Yards and Docks, Utilities Conservation Iro- 
gram Survey Guide, (Washington, D. C., 24 April 1957). 
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C5 
nent or temporary structures? 


2e Are our maintenance efforts being applied in the right area, at 
the right time and in the right amount? 


The answers to these questions require a continuous analysis of 
maintenance repair levels on the basis of the various types of physical 
property as defined and grouped in the inventory categories. Obtain- 
ing an a&tswer to the “level cf maintenance being maintained" question 
alone, would to some extent indicate the effectiveness of the handling 
of real property. liuch of the information gained in the analysis cf 
maintenance repair levels (when coupled with the certain monetary 
evaluations) could contribute immeasurably to decisions in both the 
construction and disposal areas. .. . 

eo e « e One notable gap in the total picture ~ i.e. gonsideration 


of the extent o Ne fz n the maintenance isvyel of each 
hus we an see tna it would be necessary Oo devi ; atnod oc 
physical condition reporting z qd Q 
by type of property and type of construction. Preferably this re- 
g WO} oun epents: 


1. A base permanency index. - A numerical percentage to indicate 
the relative base permanency of each base on the latest 10 year plan, 
in view of the current and long-range possibilities of use of the 
base ag an operating location. 


2.4 suitability index. - Also a numerical index, representing a 
relative designation with regard to the average of a given type of 
facility, such as temporary family housing, as to its ability as a 
type to serve the immediate use for which it is intended on that par- 
ticular base. 


3. & condition index, - A relative percentage designation of the 
average condition of the base property (by category) regardless of 
its suitabil ity ° 


Data assembled on the basis of these three elements would then 
provide the information required for completing the picture, so that 
in combination we would have (by inventory category and type of cone 
struction): 


1. Maintenance and repair costs during the period, 
a. Property cost. 
3. The indices: of 

a. Base permanency 


b. suitability 
ec. condition. 
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» + « « The maintenance and repair costs during the period by in- 
ventory category could be supplied through the "maintenance area" ac- 
counts developed pursuant to DOD Instruction 4165.9. . . « 

o « « « the base permanency would come from the departmental in- 
stallations operations planning groups es approved by Chiefs of Staff. 
The suitability and condition indices would be obtained by physical 
inspection of the facilities of the individual bases. Un a bi-anmal 
cycle, the physical evaluaticn inspection cost should not exceed 
1/1500 of *the amount which is expended for installation maintenance 
during that period (excluding construction). 


The only way that a practical facilities condition rating system can 
be developed is by trial, application and refinement in the field. The Bureau 
of Yards and Docks should formally begin this aspect of the program without 
delay. The initial step would be a letter to all management Bureaus advising 
them of the general details and requesting cooperation in a period of field 
development. It is considered that the Facilities branch of the Maintenance 


Division of the District Public Works Organization would spearhead the field 


worke 





4John F, Snyder, "A system for bvaluation of Overall Effectiveness of 
heal Property Maintenance Management Within the Military Establishment", dhe 
Armed Forces Comptroller, vol. III, no. 1, (arch 1958), pp. 20-21. 
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CharTer & 
s PROGRAM SUluwARY, CUNCLUSIONS AND LECOUMENDATIONS 


In summarizing the concept of an integrated facilities management pro- 
gram as developed by this study it may be of assistance to utilize a flow 
chart.t a complete and adequate inventory cf class I and II property with a 
Standardization of nomenclature is the foundation of the program. This in- 
ventory constitutes the facilities to be managed. From time to time an input 
of additional inventory items or facilities is provided thru the mechanism of 
the Military Construction Frogram. 

The application of sound industrial management principles in the day 
to day operation of the activity facilities is next achieved by the Controlled 
Maintenance Frogram. This program provides: 

1. Charges against applicable expenditure accounts, 

2. Development of Facility History lecord Cards. 

3. Management reports (#1,2,3) and a 

4. Veferred maintenance list. 

The charges ageinst the expenditure accounts provide the official cost 
accounting data as required by the Navy Comptroller. The development of unit 


cost data from these accounts will be accomplished by the Bureau of Yards and 





liiefer to chart page 36. 


“Refer to page 52. 
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89 
Docks through a master integrated data analysis system? which will speed up the 
data collection transmission and processing cycle by the use of electrical 
communicators and LDF techniques. bBuDocks by this process will be able to ac- 
cumulate cost data by: 

1. Types of facilities. 

2. Geographical areas. 

3. Climatology factors. 

4. Management bureaus, 

5. Combinations of above. 

This information will be supplied to the various cther Navy Bureaus for use in 
the management of their programs. A&A refinement of the data will be provided 
by the activity facility history record cards, since a correlation of these 
cards with the applicable inventory item record will also provide unit cost 
data. 

The management reporting phase of the controlled maintenance program 
will produce information relative to work input control, performance indices 
and the shop backlog of work. it will also reveal the deferred raintenance 
list which is the background for special project requests to the management 
bureau. This management data will be consolidated by the District Public vorks 
Office (management report #4)4 and supplemented by a facility rating and util- 


ity conservation report based on inspections made by the District rubliec ‘orks 





Office. 
JUSN, Bureau of Yards and Docks, AF 2 Aute D:; 
gn Automatic Data Processing, MIUAD, 


4Bubocks instruction 11014.21, 14 March 1958. 
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90 
The Bureau of Yards and Docks upon receipt of: 

1. The consolidated management report. 

2. the deferred maintenance list. 

3. The facility rating and utilities conservation report 
will integrate this data with the unit costs promulgated by the inventory/ex- 
penditure account/facility history card complex. The Bureau of Yards and Docks 
will now be in a position to comply with Navy regulations? concerning the as- 
sumption of responsibility for estimating public works maintenance funds re- 
quired and the submission of recommendations to the responsible management 


bureau and office. 





Throughout the development of this thesis a determined effort has been 
wade to emphasize the view that the use of modern industrial enginesring, ace 
counting and financial controls are not an end in themselves. They are not a 
substitute for management. They can be a definite aid in fulfilling the mis- 
sion of the Civil kngineers Corps and the Bureau of Yards and Docks. 

There is no one perfect way to accomplish the recommendations cf this 
report. The author has been acutely aware of the fact that he cannot hand 
Bulbocks a completed system in detail and ready for installaticn. It is hoped 
that a sound structural framework has been outlined. The responsibility rests 
with others te determine which specific efforts will develop a management pro- 
gram within this framework, 


If the Bureau is to pursue the development of an integrated facilities 








aU. S., USN hegulations, (Washington: U. 5. Government Printing Office, 
1948), pe 51 
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management program the presentation must be developed with the utmost tact es-~ 
pecially with the other Management bureaus. The outcome would be baced not on 
insistance but rather on an attitude of perserverence and the ability to select 
the proper time, and tae most favorable circumstances to pursue the matter. 
There is every reason to believe that the present climate could not be much 
more propitious. It is vital to the program, however, that the CEN activities 
zead the payee If we do not believe in our own programs we cannot hope to sell 
them to others. 

The philesophy fcr dynamic management requires the continuous develop- 
ment of personnel which will keep the concept alive. It is therefore recoom- 
mended that: 


1. The matter of management ability be specifically and formally 
established as a prime requisite for CiC officers to be considered 
for advancement to top rank and to jobs of critical responsibility. 


2. A competent and detailed survey be made of those CEC assign- 
ments in the Navy, which are classified as most important from the 
nanagenent standpoint. 

(While it is true that the importance cf many duty stations are 
obvious such as the brtiG's, Public works Center 0. 0., etc., there 
remains a vast number of jobs whose rank structure and considered ime 
portance in no way reflects the actual conditions involved). 


3. That there be provided in the Bulocks, District Public Works 
Office's and DIRPAC and DILIANT organizations effective coordinating 
managenent unite te insure that the conceptual outlook fcr manage- 
ment improvement is actively prosecuted. 


4. & Bureau, on the job, (as differentiated from and supplement- 
ing formal University Graduate Training) management training program 
be formalized at all management levels in erder to achieve greater 
efficiency and economy. 


5. &4 balanced, agressive career program be formally developed for 
CEG officers based upon modern management techniques. 


6. llanagenent improvement programs be made in integral part of 
financial management anc the sum totel to constitute a primary tool 
for executive decisions. - Let management manage not eccountants. 
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The beginning chapter of this paper was titled "The Chellenge". It is 
only fitting that the cycle be compieted by again taking upaa challenge. In 
this instance it is addressed to the Chief of the Bureau of Yards and Docks. 
in the last analysis it is in that position that is vested the tremendous ree 
sponsibility Yor achieving the advances required for the future role of the 
Corps. The challenge is based on a widening dimension in Civil Engineering 
Corps activities requiring constructive leadership in the social, economic and 
political areas. There exists a growing urgency for action now. An increasing 
complexity in operations requires a broader management capacity. 
The manager of temorrow will not be able to remain an intuitive 
manager. He will have to master system and method, will have to ccn- 
ceive patterns and synthesize elements into wholes, will have to for- 
milate general concepts, and to apply general principles. Otherwise 
he will fail. Jn small business and in large, in general management 


and in functional management, a manager wili have to be eqnipped for 
the practice of management. 


The objectives of the Bureau of Yards and Docks require the establishment of 
specific and up to date tereets. The most sensitive areas of responsibility 
are: 
a) Educating juniors for management. 
b) Improving communication. 
ec) Assuming Navy wide cbligations. 
(1) Creating a demand for our reres. 
(2) Being aware that complacency or resistance to change 
can rob us of the many advanteges being offered by scien- 


tific and technological development. 
(3) Kliminating a climate of nonepregressive conformity. 








— 


Oreter Drucker, Loc. Gite, 5. 353. 
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Finally recognition of a good job is the stimulus thet keeps the ore 
ganizational pulse at a rapid rate. The author suggests two annual Chief's 
anagement Awards: 


1. To the Commanding Officer of the CEN activity who has done the 
best managenent job. 


2e To the Ci0 officer who has written the best paper on a manage-~ 
ment aspect of interest to the Navy. 


-— 








INFOPRATION TEQUGED IN JUSTIFICATION CF PROJECTS 
FOR MAJOD NONI DCUIRING sa INTENANCE 


Lach major ncnerecurring maintenance project shali be submitted on NAVDCCKS 
Ferm 167, and shall include specific data on the following items, where applic- 
able: 


Be ey E Cost. Careful wording of project title 
is important. In many cares reviewing agencies, particularly those dealing 
with apprepriation of funds, have rejected projects due to misconception arise 
ing from improperly worded titles. 


b. Purpese of Froject. Aim or intent. Whet will be accomplished by 
the proposed project? 


c. Description of Froject. Include, when applicable, a schematic plan, 
site lecation, and related distances from other ctructures, iherever applicable 
standard 8" x 10" photographs substantiating and emplifying the project request 
shall be forwarded. 


d. Justification. heplied to the following items will constitute the 
basis of requirements and should be answered as fully as possible: 


(1) Cause of deterioration, damage or deficiency which led to the 
initiation of the project request. 


(2) Indicate expected adverse cr undesireble conditions which will 
result if the project request is not approved. 


(3) kecommended governing standards and specifications (brief) for 
the repair or replacement. Does the proposed project comply with existing 
BUDUCKS design criteria and other controlling standards? If not, justify. 


(4) When was last similer work performed? 


(5) What is being done to minimize or eliminate similar work in the 
future? 


(6) kecommended method of accomplishmer:t, including recommendations 
concerning the preparation of plans and specifications as well as field execu- 
tion. Indicate whether work will be accomplished by NUy contract, station 
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labor or both (indicate percentage). 


(7) Breakdown of estimated cost, indicating (a) contractual engi- 
neering services, if requested, (b) material, (c) labor, (d) equipment, 
(e) other costs (including indirect, profit, centingency, etc.,) as appropriate. 
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(8) In addition to total estimated cost of entire project, indicate 
estimated cost of portions for accomplishment in increments in the event funds 
cannot be made available at one time for the entire project, 


(9) Possible alternative, in lesser scope or amounts (in the event 
sufficient labor, materials, facilities, or funds are not available), 


(10) Net annual savings in dollars to be attained or greater number 
of hours of associated facilities use to be gained. 


(11) Advantage, if any, of immediate action or the estimated cost if 
the action is deferred. 


(12) For yard labor projects, indicate labor breakdown in man-hours 
for each category and trade. Indicate also whether an increase in yard labor 
force will be required. Indicate also the preferred schedule for accomplishing 
the project including the starting and completion dates. 


(13) Estimated time of completion after receipt of funds. 


(14) Previous action. Indicate whether project has been previously 
submitted and whether incremental allotments have been issued. 
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